DEVELOPMENT AND USE OF THE DEMONSTRATION STORE TECHNIQUE 
FOR EXTENDING OPERATIONAL EFFICIENCY RESBARCH RESULTS | 


IN RETAIL PRODUCE DEPARTMENTS 


DISSERTATION 
Presented in Partial Fulfillment of the Requirements for 


the Degree Doctor of Philosophy in the Graduate 
School of The Ohio State University 


By 
Jarvis Lynn Cain, B. 5., M. Sc. 
amass 


‘The Ohio State University 
1961 


Approved by 


AQViser 
Department of Agricultural 
Economics and Rural Sociology 


SNES GALE ACE UAMER INES TE MEETS LAB ASTRO gD Pn a AA WA He nan] EATS BE RT eR ea RL eee gee meenEHENIner 


ACKNOWLEDGEMENTS 


In this statement it is the writers wish to express 
his deepest gratitude and hardiest thanks to the following 
people: 

fy advisor, Dr. RK. W. Sherman, Department of Agri- 
cultural Economics and Rural Sociology, for his counsel 
and guidance in the preparation of this manuscript. 

All my co-workers in the &xtension Service at both 
the federal and state levels for their assistance in a 
variety of ways. 

All the food retailers who participated in this 
project without whose generous help this dissertation 
would not have been node eies 

The advisory committee on this project for their 
counsel during this study. . 

My loving wife, Patricia, for her patience and 
understanding that made the preparation of this manuscript 


a pleasure. 


ii 


CFA DRE TONE TENT PI 


CONTENTS 


Page 

ENTHODU CT LON siaece c:eratorece w: oiate-wi law bw Wie w alallevariel eta et ated 
PARE Bice oe eae seis Sawa k ote salen ae eie sas ele bea eD 

Introduction 

Methodology 

Results 
PART Bick Ge Wet ha peeks oa Se EAWNO Se 08 SE Se Ge eae ed 

Introduction 

Methodolosy 

Results 
Pes Oe eT Se rT ny ere er eno 

Introduction 

Methodology 

Results 
APPRENDI ona tcuuinercat nates meeeaetenedeaniaesee 7 
BIBLIOGRAPHY, gost siwiadaaeseeenewce ee ctenes 90 
AUTOBLOGRAPHE cieciee deci seesaw eee wees ce Cariwed se 


x he fe 


LIST OF TABLES 


Table Page 


Types of Information Possessed by the 
Extension Representative During the 
Approach Section of the Demonstration 
Store Program in Selected Retail Food 
Firms, POS Oe aio ae Gia le eee boa ee ia eee eae Seale ee LLL 


Methods Used in All Contacts During the 
Approach Section by Extension Repre- 
sentatives Studied, 1959-60........-.eseeee-..16 


Methods Used in the Study of Situation and 
Formulation of Recommendations Section 
by the xtension Representatives Studied, 
1959- Be cate eat aie eee ee a aes eh ce ee 


Methods Used in All Contacts During the 
Presentation of Recommendations Section 
by Extension Representatives Studied, 
195000 sec bbb os CORES R ES CES Rae ta dee we Meme 


Methods Used in All Contacts During the 
Follow-up Section by “xtension Xepre- | 
sentatives Studied, 1959-60. ..ccescccccccseseedl - 


Implementation of Recommendations in the 
Demonstration Store and the Other Stores 
in the Firm, Test Situations, Ohio, 1961......57 


Duration of Demonstration Store Programs 
in:'Test Situations, Ohio, 1960-61........+442.59 


iv 


EEN AEN RITES EE OLN MEE TE PLEO BELEN ET LE TERT ASAE AR Yeates 


INTRODUCTEON 


Research conducted by the Wholesaler—-Retailer 
Section, Agricultural Marketing Service, United states 
Department of Agriculture, by several land grant insti- 
tutions, and by others indicates that improved methods of 
operating retail store produce departments can increase 
labor productivity and reduce costs. Extension workers, 
representatives of the retail food trade, and research 
workers have inaicated that an undesirable lag exists 
between the discovery and segetopnene of improved 
operating methods and the adoption and effective utili- 
zation of them. The Extension Service has developed, in 
several states, training methods and techniques in | 
marketing which have proved to be in part successful in 
disseminating information on these methods of increasing 
labor productivity and reducing costs to produce de- 
partments of specific retail food firms, 

These various training methods and techniques are 
referred to as the demonstration store technique and have 
been used by extension personnel over a relatively long 
period of time. However, present uses of the demon- 
stration store technique by extension workers have not 
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2 
been altogether successful in disseminating information 


1 to retail store 


developed in demonstation stores 
personnel in the rest of the firm. In order to do a 
better job in retailer education, with limited extension 
marketing funds and personnel, it was necessary to develop 
and test new educational methods of disseminating the 
results of demonstration store studies to other stores in 
the firm. 

Extension work with the demonstration store 
technique in produce operational efficiency wes started in 
some states as early as 1946. In 1949, the first formal 
outline of an educational program with food retailers was 
developed within the Federal Extension service. Formal 
educational programs for food retailers in eighteen states 
and Puerto Rico had completed some thirty to thirty-five 
formal demonstration store efforts by July 1, 1959. 

Thus, considering (1) the potential value of the re- 
search results in produce operational efficiency to food 
retailers in the country, (2) the undesirable lag which 
exists between development and utilization of these 


results, (3) the relative newness of extension programs in 


lpemonstration store -- a store in which formal 
produce operational efficiency work has been done by an 
extension service representative, and a written report 
including a study of situation and recommended changes 
in the produce department has been completed by July l, 
1959. 


3 
this area, compared with extension programs in general, 
and (4) the apparent need to find more effective methods 
and techniques for making widespread application of these 
results, a contract was established between the Federal 
Extension Service and the Ohio State University to study 
methods for extending produce operational efficiency 
research results to other stores in the firm ising the 
demonstration store technique. 

The study was conducted in three parts designated as 
A, Bb, and GC, This report follows the work on the project 
from origin to completion, considering each part in the 
order in which it was handled during the study. 
. The overall objective for the project was to develop 
and test general educational methods and specific edu- 
cational techniques relating to produce operations which 
have been successful in increasing efficiency and reducing 


a In order to be more 


costs in selected retail stores. 
specific in attacking this problem, objectives were 
developed for each part which will be stated in the 
appropriate sections of the report. 

The overall purpose of this study was to find more 


effective ways for extension service workers to use the 


“rhe statements of the overall objective for the 
project and the objectives for each part of the study are 
taken verbatim from the contract between the Federal 
Extension Service and the Ohio State University. 
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demonstration store eeennaqua in their educational 
programs with retail food firms. The purpose Por Pane A 
was to study existing uses of the demonstration store 
technique in extension educational programs and to find 
their common strengths and weaknesses. The purpose for 
Part B was to test selected methods for the extension of 


recommendations to other stores in the firm using the 


demonstration store technique. The purpose for Part C 


was to develop an "improved" program for the use of the 
demonstration store technique in extension educational 


work with retail food firms. 
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PART A 


introduction 


. Part A of this study was a general inventory of the 
efforts by the Cooperative Extension Service toward de- 

veloping the demonstration store technique in the area of 
produce operational efficiency in retail food firms. It 


was designed as a pilot study to point up the major 


_ strengths and weaknesses of existing programs in this area, 


and as a pilot study, it does not attempt to answer all the 
questions that could be raised regarding the subject, 

Any existing demonstration store program? will have 
been influenced by a number of factors involved in bringing 
it into being. For this reason, all the factors involved 
in the establishment and implementation of the demon- 
stration store program were studied so that their full 
impact could be taken into account. 


The purpose of Part A was to describe methods present- 


ly used by extension workers in the training programs for 


retail store managers following the application of the 


demonstration store technique, 


AFor definition of sections of the demonstration 


store program.in produce operational efficiency work, see 


Appendix I. 
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Methodology | 


Selection Procedure for 
Pre-Test and Test Firms 


Limits of time, funds and personnel on the project 
made a complete census of the some thirty to thirty-five : 
demonstration store programs in produce operational ef- 
ficiency established before July 1, 1959, impractical. 
Thus, a selection procedure was devised to provide as much 
information as possible concerning these demonstration 
store programs in as many different situations as the 
chavel veeusieetons would permit. 

Random selection of individual demonstration store 
programs from the total population of these programs was 
not possibile, since uniform cooperation of all individual 
extension representatives and cooperating firms was not 
offered. The common strengths and weaknesses that were 
found in this series of cases studied were brought into 
focus and used in later parts of the study. | 

Some of the general characteristics that were used 
as guides in selecting the individual demonstration store 
programs that were studied are outlined as follows: 

1. Representation in the several extension 

districts of the country 
» size of firm 
. Type of ownership 


. Type of organization structure 
. Individual firm characteristics 
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Demonstration store programs studied were selected 
in three of the four extension districts in the country: 
eastern, north central, and southern. A list of demon- 
stration store programs provided by the Federal Extension 
Service did not include firms in the western extension 
district. Small, medium, and large retail food firms were 
represented, although not necessarily one of each for each 
area of the country. Proprietorships, affiliated groups, 
and corporate chains were represented. Also, there was 
much variation in types of organization structure present 
in the group of firms that was studied, Specific methods 
of handling produce, such as "central pre-packaging" and 
"tray-pack" installations, were used as considerations for 
including firms in the group that was studied. 

The cooperating firms and extension representatives 
by extension district included in the group that was 


studied for Part A of the project are listed here: 


A, Pre-Test Group - 3 Firms 


Extension 
State : Firm Representative 
Indiana Economy Markets Bric Oesterle 
‘Ohio Co-op Supermarkets Vern Vandemark 
New York Nu-Way Markets Bruce Marion 

B. Test Group - 9 Firms 

State - (Hastern Extension 
Region) Firm Representative 


New York Central Markets rnold Haseley, 
a . Donald Marion 
Massachusetts First National 
Stores Theodore Leed 
New Hampshire "20th" Century 
Stores Norman Whippen 
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State - (North Extension 
Central Region) Firm Representative 
Michigan Meijer's Super 

Markets Mike Wood 
Illinois J. M. Jones Co, George England 
Kansas Fleming's IGA Sykes Trieb 
State - (Southern Extension 
Region) Firm Representative 
North Carolina Butler-Bi-Rite. John Hagen 
Louisiana Winn-Dixie Reid Grigsby 
Oklahoma Sipe's Food 

Markets Inc, Roy Brandenburg 


The Economy Markets firm in Indiana was selected be-~ 
cause it presented an example of demonstration store work 
accomplished by an extension representative who has 
enjoyed a long-time working relationship with the firm. 

The Co-op Supermarkets firm in Ohio was selected be- 
cause it showed a case where’the firm made a sharp change 
of direction in its produce operation immediately 
following the formulation of the demonstration store plan. 

The Nu-Way Markets firm in New York was selected be- 
cause it presented a situation where the firm took full . 
responsibility for the follow-up work in the demonstration 
store program. | 

The Central Markets firm in New York afforded the 
opportunity to study a closely knit family type of organi-~ 
zation structure. | | 

The First National Stores firm in liassachusetts was 


selected to provide opportunity to study demonstration 


store work with a large, well-established retail food firm, 
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The "20th" Century Stores firm provided a good look 
at a central pre-packaging operation in @ small firn., 

The Meijer's Supermarkets firm in Michigan presented 
the opportunity of studying a medium-sized organization in 
the north central region. . 

The Fleming IGA firm in Kansas gave @ picture of a 
demonstration. store program with a large voluntary organi- 
gation in the north central region. 

The butler-Bi-Rite firm in North Carolina was chosen 
because it represented demonstration store work in a small 
affiliated group. 

Winn-Dixie in Louisiana was selected because it is a 
rapidly growing, large food chain in the southern region. 

Sipe's Food Markets, Inc., in Oklahoma, provided a 
good picture of demonstration store work in a small firm 
in the southern region. | 

In the initial descriptive part of this study, the 
selection procedure was definitely purposive in natwne: 

It provided the wide range of experiences, within the 
limitations previously mentioned, that was needed to find 
the strengths and weaknesses of existing demonstration 
store programs in produce operational efficiency for use 


in later parts of the project. 
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Interview Procedure for 
Pre-Test and Test Situations 


The interview procedure used in Part A involved the 
use of three methods. 

1. Questionnaires for the sxtensicn representative 
and personnel in the cooperating firm were filled out in 
each case, These questionnaires were developed from a 
general set of guides that were designed to allow a 
thorough study of the entire demonstration store program. 

2. The interviewers conversed with as many persons 
involved in each program as possible. 

3. Observations of the demonstration store situation 
were recorded as notes by the interviewers. 

: Generally, these operations were performed in a 
week's time in each state by one of the three extension 
specialists employed on the project. An attempt was made 
to observe the demonstration store situation from all | 
aspects and to get as comprehensive a view of the total 


effort as was possible in the time allotted. 


Limitations of Data Collected. 

Gs wine mentioned previously, there were three pre-test 
and nine test firms studied during this part of he pRoseet. 
The validity of generalization of these results to all 
retail food firms in the country or to all retail food firms 
in any state is questionable. However, certain principles 


can be learned that could apply to most retail food firms, 
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Only extension demonstration store programs in 
produce operational efficiency have been studied in this 
project, It is realized that there are many other methods 
of carrying research results within a retail food firm. 
However, the basic purpose of this particular project was 
to improve extension programs in this area, - 

In addition to the problems present in the selection 
of the firms for study, there were several Limitations 
that pertained to controlling variables within and 
surrounding the demonstration store situation. 

The first of these centered around the provlems of 
defining Sid measuring many of the intangible influences 
on the extension program from within the firm, such as the 
failure of the management to recognize the full potential 
of extension educational programs with food retailers. 
With measures available for use today, it was not possible 
to measure and control many of these factors. 

Another problem was in the definition and control of 
outside influences on the extension program, such as 
changes in working conditions, These factors could not be 
controlled in the study situation. 

Other problems were that the several extension 
programs in this area had not been in existence the sate 
length of time.and the extension representatives did not 


possess the same degree of training, skill and experience. 
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The physical limits of time, funds and eepegnnel re= 
“sources on the contract were serious limitations to the 
complete coverage of all phases of the problem.. 

A final limitetion was that the study involved only 
demonstration store prograns for operational efficiency in 
the produce department. However, there are principles to 
be learned here that should apply to all departments of 


the retail food store. 


Results of Studies of Selected Demonstration 


otore Store Programs in Produce mms in Produce Operational | kificiency 


As these demonstration store prograns were broken 
down into five sections and studied by section, this 
sumiary of results is handled in @ similar manner. In 
addition, several points of information regarding the 
entire demonstration store program are summarized and 


presented, 


Approach | 
Traditionally, much ot the clientele oi the Agri- 
cultural Extension vervice has been conposed of that 
portion or the economy which is engaged in the production 
and first handling of agricultural products, However, in 
recent years, the extension service nas been expanding its 
services wore rapidly into new areas. Educational work 


with retail food firms, particularly the demonstration 


— 
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store efforts in produce operational efficiency, is the 
new area that has been emphasized in this study. 

A majority of the demonstration store programs in 
produce operational efficiency that were studied were the 
first efforts in this area by the extension representatives 
involved. A number of problems were experienced, of 
course, by the extension representatives or observed by 
the inten cyees in the demonstration store efforts 
Studied. In spite oi this fact, most extension adminis- 
trators expressed the opinion that these demonstration 
store programs in produce operational efficiency have 
contributed considerably to the total extension program 
in their states. Aa 

The reader will note as he reads through the entire 
report that much of the methodology used in Part b is a 
result of the strengthening of some of the existing 
weaknesses and the addition of the strengths in the demon- 
stration store programs in produce operational efficiency 
studied to build an improved program for use in the 
testing work. 

Usually, the first thing that an extension repre- 
sentative did when he went into a firm to set up a demon- 
stration store program in produce operational efficiency 
was.to describe the existing situation. Types of infor- 
mation gathered by the extension representatives inter- 


viewed in the asproach section are summarized in Table l. 
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TABLE 1 


TYPES OF INFORMATION POSSESSED BY THE EXTENSION 
REPRESENTATIVE DURING THE APPROACH SECTION 
OF THE DEMONSTRATION STORE PROGRAM IN 
SELECTED RETAIL FOOD FIRMS, 1959-60 


Information Number 


Operating data 5 
Local competitive situation 9 
Description of firm 10 
Nature of key personnel 6 
Little or none L, 
Other 3 


Source: Extension representétives' questionnaire, 


Bach extension representative interviewed did not 
collect information in all the categories pertaining to 
the cooperating firm. Only under the categories of local 
competitive situation and description of firm did a 
majority of the extension representatives interviewed 
collect iniormation. Results of the interviews indicate 
that even this information was incomplete. 

Many of the extension representatives said that they 
could have been more thorough in the collection of infor- 
mation regarding the cooperating firm, ‘hese statements 
plus several problems encountered in later sections of the 
demonstration store program point to a need for a ape 
thorough description of the situation before work is 


started on the program. 
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Once the situation was described, the extension 
representative stated objectives to be achieved in the 
work with a particular firm. both the extension repre- 
sentative and the personnel in the cooperating firm were 
requested by the interviewers to state their own ob- 
jectives for this section of the demonstration store 
‘program, Each was also requested to state the objectives 
of the other person as he understood them, These 
statements of objectives were then compared in order to 
determine how well all persons involved in the dcemon- 
stration store program understood its objectives. 

In general, there was a wide variation in the accu- 
racy with which each stated the objectives of the other. 
The terminology used to express these objectives was 
quite different, and both the extension representative and 
the firm personnel had difficulty in making statements of 
. Objectives at all. Many of the objectives given were so 
broad and general that it would have been diitficult to es- 
tablish one specific program to accomplish them. Many of 
the extension representatives interviewed felt that ob- 


jectives should be stated more clearly. 
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Three objectives of the approach section were stated 
by both the extension representative and the cooperating 
firm personnel interviewed: 

. l. To get the extension representative to understand 
the firm and to get the firm to understand and develop 
confidence in the extension representative. 

2. To have the cooperating firm to understand the 
demonstration store program, 

3. To arrive at an agreement on participation in 
the demonstration store program by the firm and to make 
arrangements for continuation of the other sections of 
the program, 

Having arrived at certain objectives, the next job 
was to find a method or methods for accomplishing them, A 
summary oi the methods used during the approach section by 


the extension representatives is listed in Table 2, 


TABLE 2 


METHODS USED IN ALL CONTACTS DURING THE APPROACH SECTION 
BY EXTENSION REPRESENTATIVES STUDIED, 1959-60 


tA OR 


Method Number 
Kieeting with management of firm 1h, 
Personél contact with an official of the firm 12 
Telephone conversation b 
Letters 3 
Contact made by some third party O 
Other 2 


Source: Extension representatives! questionnaire, 


Analysis of this table showed that the most common 


methods were the meeting with the management of the firm 


17 
and personal contact with an official of the firm, The 
other methods, although not used as often, seemed to serve 
a definite purpose in helping to accomplish the stated ob- 
jectives, ; 

The number of contacts made Guring the avproach 
section in each demonstration store situation varied from 
few to many, The number of contacts seemed to be generally 
determined by the needs of the specific situation. Fewer 
contacts for smaller firms and more contacts for the 
larger firms seemed to be the pattern. 

The more or less formal presentation of the demon- 
stration signer dide ran was geuaiay made in a meeting with 
the management of the firm or a personal contact with an 
oificial of the firm. ‘There was a wide range in subject 
matter taken up at these meetings or personal contacts in 
the several states. The subject matter ranged from a dis- 
cussion of equipment and work methods to a complete presen- 
tation of a demonstration store propram in operational ef- 
ficiency for the entire firm, 

One of the main criticisms that the extension repre- 
sentative had of their own programs was that they were not 
thorough enough in expleining all the ramifications of the 
demonstration store provram in produce operationel ef- 
ficiency to the managenent of the cooperating firm, Some 


of the extension representatives interviewed said that the 
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management of the cooperating firms did not realize in the 
beginning the consequences ot full participation in the 
demonstration store program, 

Five of the extension representatives interviewed 
said that they used figures to show the potential sales 
increases or cost reductions to be derived from the demon- 
stration store prograin in their program presentation. 

Four said that they did not. 

Specific persons were involved in the approach 
section of the several demonstration store programs 
studied: 

1, The decision-maker -- the person who makes the 
decisions in the cooperating firm 

2. The driving force -=- the person or persons who 
get the job done in the cooperating firm 

3. The Liaison man -- the person chosen by the 
decision-maker to work with the extension representative 
in the program 

4. The extension representative -- the repre- 
sentative of the extension service working with the co- 
operating firm in the demonstration store program 

Extension personnel involved in this section of the 
program ranged from one to over fifteen. Some of the ex- 
tension representatives felt that there might have been too 


many extension people involved in this section of the 


program, 


ene EO TR: ly mee 


4The pre-test personnel were not asked this question. 


These titles were used throughout all sections of 
the demonstration store program in produce operational 
efficiency. | : as 
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The extension representative generally worked with 
the same people in the edoneeatine firm during the entire 
approach section. However, some felt that the extension 
representative may not have been working with the "right" 
people. Many comments were made by the extension reore- 
sentatives interviewed expressing the importance oi finding 
out who the decision-maker, the driving force, and all the 
influences on the decision-maker were as quickly as 
possible in the program and concentrating their efforts 
on these people. 

In every case, some one in the firm was directly or 
indirectly designated to work with the extension repre- 
sentative from the start of the demonstration store 
“program, However, the results of the interviews show that 
the choice of this liaison man did not always seem 
conducive to the optimum development of a demonstration 
store program. .In a few cases, the liaison man seemed to 
lack the interest, the authority to make appropriate 
decisions, or the ability to comprehend the signiricance 
of the contribution that the demonstration store program. 
in produce operational efficiency could make to the co- 
operating firm. Several comments were made by extension 
representatives interviewed regarding the care that should 
be taken in the selection of the liaison man for optimum 


effectiveness of the work in this area. 
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The attitudes of both the extension representative 
and the people in the cooperating firm, in general, 
seemed to be conducive to the development of a "successful" 
demonstration store program. The personnel in the co- 
operating firm were usually receptive to the program with 
little reserve, The extension representatives seemed 
generally optimistic and looked forward to the favorable 
development of the demonstration store program, 

Once the decision was made in favor of the establish- 
ment of a demonstration store program in the cooperating — 
firm, the store was selected in which the demonstration 
was to be made. The basis of choice of the store selected 
by the managements varied. Some chose a "problem" store; 
others chose the "poorest" store; and still others chose 
the "best" store in the firm. 

These bases of selection of a potential demon- 
stration store did not always seem to result in a situation 
sonduorye-t6 the development of a "successful" demon- 
stration store program. When the demonstration store was 
divsimiian to the rest of the stores in the firm, there 
were many adaptations that had to be made in the demon- 
stration store recommendations before they were applicable 
to other stores in the firm. Also, when the "best" store 
in the firmh was selected, some resentment seemed to develop 


if it was criticized by the extension representative in his 


al 
report to the management of the cooperating firm. On the 
other hand, the firms sometimes had the attitude thee it 
was easy to find fault with their poorer stores. 

Several comments were made by extension repre-= 
sentatives interviewed that since the object of putting 
the demonstration in a store was to encourage extension 
of results to other stores in the firm, it would be 
mutually advantageous to put the demonstration in a store 
that was somewhat typical of the entire operation. 

In terms of formal evaluation, little seemed to have 
been done during the approach section by the extension 
representatives interviewed. There was some informal 
evaluation done; but in most cases, there was not any of 
either kind. 

Study of Situation and 
Formulation of Recommendations 

_ The majority of the information collected at the be- 
ginning of this section was limited to careain bench mark 
or operating data regarding the cooperating firm. Several 
of the extension representatives interviewed commented 
that these bench mark data could have been designed, 
however, to give a more complete picture of the operation 
of the produce department in the demonstration store and 
| in the entire firm. They often expressed the opinion that 


a much better job could be done in the collection of these 
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bench mark data in order to allow for more accurate 
evaluation of the demonstration store program in produce 
operational efficiency in the cooperating firm and in 
helping to extend the program to other firms, 

The suggestion was made by several of the extension 
representatives. interviewed that much valuable information 
regarding the operation of the produce department in the 
cooperating firm and ways for improving it could be gained 
by interviewing the produce personnel at all levels and 
asking them for suggestions, This practice was not too 
common in the cases studied, but its use is increasing as 
the extension representatives réalize the value of this 
analytical tool. 

A majority of the extension representatives inter- 
viewed said that they used only regular extension sources 
of information in writing the report to management. In 
most cases, there was a pronounced dependence for subject 
matter on the Federal Extension Service, 

As in the orevious section, statements of objectives 
made by both the extension representative and the cooper- 
ating firm personnel were compared. A thorough analysis of 
these statements indicated that a cumulative effect can 
build up from the misunderstanding of objectives from 
section to section. The problems of statement of ob- 
jeetives in different terms and extreme generality mentioned 


earlier applied also in this section. 
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In several cases, unnecessary friction seemed to 
have been created in the cooperating firm because the 
people in the lower eschelons of the firm were not | 
informed as to who the extension representative was, why 
he was working with the firm, and what the plans were for 
the demonstration store program. In cases where the Lower 
eschelon personnel in the cooperating firm were informed 
relative to the extension program, the work progressed 
with "comparative smoothness," . 

Several of the extension representatives interviewed 
expressed the opinion that they were considered as an 
outside Nexpert” by some of the firm personnel and were 
not Sef inieety endorsed by the top management of the 
cooperating firm, This situation tended to decrease the 
status of the extension representative among the store 
personnel in the cooperating firm in these cases, 

All the extension representatives said that they 
made recommendations in line with the goals and objectives 
of the cooperating firm as they understood them, As has 
been pointed out already, however, they did not always 
have a clear understanding of the goals and objectives of 
‘the firm. 

Most of the statements of objectives given for this 
section by both the extension representatives and the co- 


operating firm personnel centered around the study of 


2k, 

situation. Both lmew that a study with ensuing report 
would be done, It seems that the main problem here was 
that the personnel in the cooperating firm did aioe fully 
realize that the study in this demonstration store was 
only a part of an overall educational program for the 
entire firm. 

The methods used in making the study of situation 
and formulation of recommendations in the cases studied 
are listed in Table 3, 


= 
TABLE 3 | 
MBTHODS USED IN THE STUDY OF SITUATLON AND FOXMULAYLON 
OF RECOMM@NDATIONS SECTION BY THE EXTENSION 
REPRESENTATIVES STUDIED, 1959-60 


— 
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Method : Number 
Customer traffic flows LZ 
Simple observation of situation Le 
Layout of backroom and display area Le 
Formulation of recommendations 12 
Preparation of formal report 12 
Study of work methods 11 
Study of management problems 9 
Use of USDA Checklist 8 
Meeting with firm personnel ; 4 
Meeting with extension personnel hb 
Other 5 


Source: Extension representatives! questionnaire, 
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With the exception of the two categories on meetings, 
the extension representatives interviewed used the rest of 
the methods listed in Table 3 with uniformity in making 
the study of stiuation and in formulating the recom- 
mendations. However, differences were apparent in the way 
the methods were used and in the way the work was 
organized, 

The first difference was in the amount of time spent 
studying in the demonstration store during this section. 
This patieed from three aays to two weeks, with the most 
common time being one week. Because the customer traffic. 
flow studies took so much time, several of the extension 
representatives remarked that they had to spend "excessive" 
tine in the store, 

Certain problems were encountered in several cases 
regarding the timing of the study period. In these cases, 
either there was some sort of holiday during, the period or 
one or more of the key personnel in the firm were absent 
from their regular job. These conditions tended to 
saeeone the "normal" operation of the store under study 
and made it difficult for the extension revresentative to 
do a good job. 

In several of the cases studiea, there was a 
tendency exhibited toward moving in and getting the study 


made before an organized procedure was estéblished for 
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accomplishing the job, This is partially attributable to 
the lack of experience of many of the extension repre- 
sentatives who did the work. However, in cases where 
careful plans were laid before the study work was started, 
the results seemed to more than justify the extra effort 
spent in plenning the work systematically. 

It was observed in the study of these cases that a 
general dependence was placed by several of the extension 
representatives on the Federal Extension Service staff for 


leadership in this section of the demonstration store 


program. Apparently, it was necessary to do this in some 


cases at this point because of the lack of experience of 
the extension representéetives, This procedure seemed well 
accepted by the cooperating firm and was useful in 
training the extension representative in the demon- 
stration store techniaue. Programs in which the extension 
representative assumed a strong leadership role from the 
start, in addition to the assistance provided by the 
Federal. Extension office, seemed to be developing more 
rapidly. 

The reports used in the cases studied followed 
similar arrangements: the statement of a problem was 
followed by the recommended solution. The general 
organization of the reports was to follow the flow of 


merchandise from point of receipt at the store to ultimate 
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sale. The majority of the reports did not include 
illustrations in them, There were comments from many of 
the extension representatives interviewed that 
illustrations should be used in the reports, 

Five of the extension representatives said they used 
actual cost of changes and estimated savings figures in 
the report to management. Four said they did not.° In 
some cases, it would seem that some of the types of bench 


mark data collected at the beginning of this section were 


confused with budgeted costs and savings. 


Six of the extension representétives interviewed 
said that the arrangement of recommendations in a report 
did affect their acceptance by management. However, when 
asked if they made an effort to arrange the recommendations 
in the report to increase efficiency of installation of 
eecommendavi ons. four said they did and three said that 
they did not. | 


Several comments were made by extension repre- 


sentatives interviewed regarding the summarization of the 


high points of a report to be presented to the management 
of the cooperating firm. It was thought that this would 
be particularly effective in working with large retail 


food firms. 


Otn the pre-test cases, this question was not asked. 
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In a number of situations, the extension representa- 
tives made oral recommendations to store personnel during 
the study period before the formal report to management 
was made. ‘The undesirable situations of placing in 
jeopardy an employee's confidence in his superiors and 
breaking the lines of communication that could result from 
this practice could have been eliminated by making recom- 
mendations only in the formal report to the management. 
This would have allowed the firm to use its Aone 
channels of communication to implement the recommendations. 

The personnel involved in this section of the study 
from the extension service were the extension representa- 
tive and his co-workers, subject-matter personnel and 
clerical help. From the cooperating firm, all the produce 
personnel in the demonstration store and the produce 
management above the store level were involved. Seldom 
were the firm personnel asked for their suggestions to be 
used in the report, and in fewer cases was the designated 
representative included in the formulation of the report, 

The Avtitude of the personnel involved in this 
section of the demonstration store program was very good in 
most cases. The extension representatives showed a 
general confidence in the value of their contributions to 


the cooperating firm. ‘he firm personnel were generally 
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receptive and showed only the hesitancy and peséeyation 
that could be exvected in the case of such a thorough 
study. | 

There was very little formal evaluation done at the 
end of this section. The majority of extension repre- 
sentatives did not evaluate at this point in the demon- 
stration store program. One comment made by an extension 
representative was "when things are going well, I dontt 


worry too much. I evaluate when trouble comes up," 


Presentation of Recommendations 

Several of the extension representatives inter- 
viewed expressed a deep concern regardin# the time lag 
that was present from the completion of the study period 
to the formal presentation of recommendations to the 
management of the cooperating firm. ‘This period extended 
over eight months in one extreme case, ana one ox two 
months was not an uncommon length of time for the firm to 
have to wait for the formal written report. 

In some of these cases, an oral report of findings 
and recommendations had been made to management at the 
close of the study period. This practice seemed to be 
well accepted, but it did not provide the firm with 
recorded recommendations to which to refer in making any 
decisions regarding changes in the demonstration store, | 


The oral report seemed to raise questions in the minds of 
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manégement personnel regarding the existing setup in the 
demonstration store and.to stimulate the thinking of 
management regarding ways of improving the operation. 
However, it was apparent that in the majority of these 
cases where an oral report was given first, little if 
anything was done in the demonstration store until a 
considerable time after the formal written report had been 
presented to management. : 

The extension representatives interviewed gained 
little if any new information in this section, ‘the acqui- 
sition of new information did not seem to be as pressing 
an issue here as the reporting of the information already 
gathered. 

The statements of objectives for this section of 
the demonstration store program by both the extension 
representatives and the cooperating firm personnel seemed, 
in general, to coincide. The issue appeared to be very 
simple: the extension representative would present the 
report and the management of the cooperating firm would 
evaluate it and make decisions regarding the relative 
merits of the recommendations contained therein. 

At this point, the effect of the build-up of communi- 
cation problems can become critical, Misunderstandings 
-and reservations. carried over from previous sections of 


the program can create problems in communication, 
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Apparently most of the firm personnel interviewed 
did not seem to fully realize the fact that the decision 
for making changes in the demonstration store would affect 
all the stores in the firm. They seemed to have missed 
the point that the whole idea of setting up this demon- 
stration was to extend the wecoimendat’ one made in the 
demonstration store to other stores in the firm as far as 
they were applicable. 

The methods used in presenting the report 6 the 


management are summarized in Table 4, 


TAELE 4 
METHODS USED IN ALL CONTACTS DURING THE PRESENTATION 
- OF RECOMMENDATIONS SECTION BY EXTeNS TON 
REPRESENTATIVES STUDI£D, 1959-60 
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Method Number 
Meeting with management of firm L2 
Personal contact with an official of firm 3 
Sent by mail 2 
Delivered by some third party 6) 
Other 6) 


a ee a en nae 
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Source: Extension representatives' questionnaire, 


A meeting with management was by far the most common 
method used in the presentation of the recommendations to 
the management of the cooperating firm. The subject matter 


discussed in these meetings was dictated by the conditions 
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found in the various firm situations, A variety of 
visuals were used and the most effective arrangement. for 
the presentation of the results seemed to break up the 
discussion of the report with visuals and coimments from 
all those present at the meeting, 

several comments were made by the extension repre-. 
sentatives interviewed to the effect that the presentation 
of recommendations should be as short and precise as 
possible. Reasons they gave were that most of the firm 
personnel had to fit this meeting into a very busy schedule 
and that the human mind can only absorb so much material 
at any one time. 

A number of the extension representatives inter- 
viewed recommended that the management personnel of the 
cooperating firm be taken from their offices to some point 
where SHivaey could be assured for the presentation of 
recommendations. They said this would minimize 
interruptions during the meeting and enhance its effective- 
ness, | 

Personnel involved in this section of the program 
from the extension service generally included all the 
extension personnel who participated in the study. Lhe 
personnel from the cooperating firm who were included in 
this section of the program in the more successful cases 


were the liaison man and the decision-maker. 
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In many cases, problems were experienced when the 
decision-maker and those who influence him were not in at- 
tendance at the presentation meeting. When the results of 
the study were reported to men in the management of the 
cooperating firm who accepted the ideas but had no 
authority to do anything about them, the effectiveness of 
the presentation by the extension representative seemed to 
be limited. 

fhe attitudes of both the extension representatives 
and the firm personnel were twholesome." The extension 
representatives were generally confident that they had 
done a thorough job of analysis and had made significant 
recommendations that could be of value to the cooperating 
firm. The attitude of the firm personnel seemed to be a 
mixture of interest in what had been done, amazement at 
thie depth and breadth of the study, amazement that certain 
practices could be going on without their knowledge, and a 
certain amount of reservation = especially by the middle 
management personnel. . 

All the extension representatives interviewed indi-. 
cated that the reception of the recommendations by the 
firm personnel was very good. ‘The firm personnel inter- 
viewed indicated that their first impressions of the 


report were favorable, 
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A problem that was observed at this point in several 
cases was a hesitancy on the part of the cooperating. firm 
to make a definite decision regarding the installation of 
the recommended changes in the demonstration stores. In 
these cases, considerable time elapsed between presentation 
of the recommendations and decisions to make recommended 
changes. Apparently, this was due to a lack of under- 
standing by firm personnel as to the scope and depth of 
the demonstration store program. In some cases, the lack 
of experience of some of the extension representatives may 
have contributed to the interval between the presentation 
of recommendations and the decision to continue with the 
program. 

Evaluation at the end of this section of the denon- 
stration store program seemed a little more definite than 
in the previous: sections. The extension representatives 
interviewed seemed at this point to have a greater 


realization of the importance of evaluation. 


Follow-Up 

The starting point for this section of the demon- 
stration store program was the time when the decision was 
made to go ahead and put some or all of the recommendations 
into the demonstration store. Generally, there was a 


considerable delay in making this decision, This 
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contributed to a slow beginning of the follow-up work in 
some cases. 

In addition, the decisions to make the individual 
cnanges in each demonstration store were not made all at 
the same time, but drawn out over 4 period of time. Since 
many of the demonstration store recommendations were 
designed to operate as a unit, the maximum benefit could 
not be gained by the firm until the entire unit was 
complete. If the full scope of the demonstration store 
program haa been understood by the firm personnel during 
the approach section of the progran, it perhaps would have 
helped to eliminate this condition. 

A third fact adding to the sréblen was that, in most 
cases, positive direction was not given to the follow-up 
work by either the extension representatives or any one in 
the firm. Eech seemed to be waiting for the other to take 
the leadership, and so considerable time elapsed before 
anything was done toward the implementation of any of the 
recomuended changes in the demonstretion store. A clear 
definition of responsibilities in the approach section of 
the program perhaps would have helped to remedy this 
situation. 

Even when the actual work has begun on the changes, 
apparently much delay was experienced in getting ther 


carried through to completion. The formulation of an 
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overall implementation plan jointly by the extension repre- 
sentative and the liaison man immediately following the de- 
cision to go ahead and put some or all of the recommen- 
dations into the demonstration store likely could have. done 
much to increase efficiency and effectiveness of the work, 

There were few different types of information col- 
lected during this section of the demonstration store 
program by the extension representatives interviewed, 
However, much of the information collected was in more de- 
tail and covered a longer period of time than similar types 
of data collected at the beginning of the program. 

the comparison of Staremenee of objectives during this 
section indicated that understanding was generally not clear. 
There was general understanding of the fact that recom- 
mended changes would be made in the demonstration store, 
However, neither the extension representative nor the 
management of the cooperating firm seemed to be sure how 


many recommendations would be installed. Nor did they 


‘seem to understend who was responsible for making the 


changes, in what order they would be made, where to get 
desired equipment, how to install and use it after they 
had it, or what the general picture of the changed 
department would look like, 

the methods used in carrying out the follow-up 


section in the cases studied are summarized in Table 5. 
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TABLE 5 


METHODS USED IN ALL CONTACTS DURING THE FOLLOW-UP SECTION 
BY EXTENSION REPRESENTATIVES STUDIED, 1959-60 


Method . | Number 


Personal contact with an official of the firm 19 
Meeting with management of firm 10 
Telephone conversation 

Letters 6 
Contact made by some third party 0 
Other z 


Source: Extension representatives! questionnaire, 


The methods and number of contacts that were used 
varied widely and generally depended on the specific situ- 
ation. When a check was made on the progress or ar- 
rangements were made to implement 2 recomended change, it 
was done by telephone, letter, or personal contact. When 
some training was to be done or equipment to be installed, 
there was a meeting or a personal contact. 

One of the major weaknesses in the follow-up work 
seemed to be in the training that was given the personnel 
who would have to work with these changes, Formal 
training meetings were held in only a few cases, and in the — 
rest of the cases, a limited amount of on-the-job training 
was done. These formal training meetings were considered 
to be effective by the extension representatives and firm 


personnel involved in them. 


38 
In a majority of the cases, a large portion of the 
recommendations made for the demonstration store were es+_ 
tablished in it. Some of these recommendations were re- 
vised in the installation; however, the main idea of the 
recommendation was carried out in the demonstration store. 
In most of the cases, the liaison man played a small 
part in the follow-up work.. Most of the effort apparently 


was left to the extension representation to perform with 


-whatever cooperation he could get from personnel in the 


firm, 

The attitude during the follow-up section of the ex- 
tension representatives interviewed was one of cautious 
optimism and playing the situation by ear, Since the en- 
tire program was new for most of Cie. they seemed a little 
hesitant to make any sudden moves for fear of upsetting 
it. The firm personnel were generally receptive, but 
seni offered considerable resistence to the program until 
they discovered its value to them. 

The evaluation in this section of the program wes 
similar to that for the previous sections. There was 
little, if any, formal evaluation .and only a small amount 


of informal evaluation, 


39 


Extension of Recommendations 
to Other Stores in the Firm 


It will be recalled that the original premise on 
which this study was based was that the main stumbling 
block in the effective utilization of the demonstration 
store technique in the dissemination of produce operational 
efficiency research results to other stores in the firm 
was in the methods used in the extension of these results 
to other stores in the firm. While the results of this 
section of the,demonstration store program are very 
important, it is readily apparent Chbeeweny problems ex- 
isting in the first four sections of the demonstration 
store program may do much eoyhinaer its successful 
completion. 

The results of this appraisal of the first four 
sections of the demonstration store programs under study 
serve to point up the need for consideration of all 
sections of the demonstration store program in the search 
for improvements. | 

Seven of the extension representatives interviewed. 
. reported that the initiative for the extension of recom- 
mendations from the Senoneteet wen store to other stores in 
the firm came from the firm, and two said they provided 
the initiative. This reversed the situation in the 
approach Séetion Where the majority of the initiative was 


supplied by the extension representative. 


4,0 

Two of the major types of information needed in this 
section of the demonstration store program were a de- 
Scription of other stores in the firm and an understanding 
of how many of the demonstration store recomendations 
would apply to them, In the cases where this type of 
information was collected in the earlier stages of the 
demonstration store program, the extension representative 
did not have to stop at this point to collect the data, 
Also, throughout the earlier sections of the progran, he 
could use tne information in planning the extension of 
the demonstration store recommendations to other stores 
in the firm. 

The comparison of statements of objectives tor this 
section by the extension representatives and the firm 
personnel indicated that they were either very close to- 
gether or very far apart, In a few of the cases studied, 
the extension representative and the cooperating firm 
seemed to understand their mutual responsibilities well. 
In the rest of ne cases, there was considerable un- 
certainty regarding the acceptance of responsibility by 
each for the completion of the demonstration store program. 


Some possible reasons for this condition were -~ 


1. The cumulation of misunderstandings from other 
sections of the program . 

2. Lack of a well-organized program for extension 
of recommendations to other stores in the firm 

3. Poor communications within the firm and between 
the extension representative and the cooperating firm 


AL 

Although there was considerable variation of the de- 
tails of implementing the program, the methods used in 
this section of the program resolved thernselves into two 
general categories: 

1. Someone in the cooperating firm took leadership 
in the program, or 

2. the extension representative took leadership in 
the program. 

However, only a small proportion of the demon- 
stration store recommendations was carried to other stores 
in the firm by either method. As has been stated previ- 

. ously, the major purpose of this study is to find ways to 
remedy this situation. 

The personnel involved in this section of the 
program from the extension service were the extension 
representative, his co-workers, and some subject matter 
personnel. From the cooperating firm, there was the 
decision-maker and those who influence him operating in 
an administrative role and the driving force and the 
liaison man operating, in 4 role of getting the job done. 
Of course, all those firm personnel who participated in 
the training program during this section were included. 

‘The attitudes of the personnel on both sides were 
generally favorable, Both Sides were entering into a new 
and untried situation and naturally exhibited some 


hesitancy. but, there was also a degree of confidence of 


he 
success present that seemed to extend a favorable | 
influence in the majority of situations. 

Most of the extension representatives interviewed 
said that the programs had not been in operation long 
enough to make accurate evaluation possible. The tendency 
“Hie to evaluate formally, which was prevalent in previous 
sections of the program, seemed to be present here as 
well. 

In this type of study, it will not be possible to 
answer all the questions that have been raised in this 
summary of results. However, later pérts of this study 
wiil undertake to present guideposts to future analysis, 
planning and-efforts toward making improvements in an 
effective utilization of the demonstration store techniaue 
in the dissemination of produce operational efficiency 
reseerch results in retail food firms. 

Results of General wuestions Pertaining 
to the Entire Demonstretion Store Program 
in Produce Operational Efficiency 

This section will cover the results from some 
miscellaneous questions that do not apply directly to any 
particular section of the demonstration store program, 

Any attempt to sumuarize the training and 
experience of the extension representatives interviewed 
presents a difficult task. Almost all types of academic 


training at the level of the Bachelor's, siaster's, and 
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Doctor of Philosophy degrees were in evidence, as well as 
a wide variation in practical experiences. However, as 
has been stated previously, a majority of the extension 
representatives had not used the demonstration store 
technique before the cases that were studied. 

Since bench marks for training and experience of 
extension representatives in this area of work have not 
been set, evaluetion is difficult. As work in this area 
progresses, bench marks may become clearer. 

The question of whether or not the extension repre- 
sentatives possessed the proper interest in the field can 
be resolved by assuming that they did or would not be 
working in the area. However, in several cases, demands 
were made on the extension representative's time from 
other subject matter areas that limited the effort 
expanded on the demonstration store progrem in produce 
operational efficiency, 

An attempt was made to study the administrative 
climate in which each of the extension representatives 
interviewed operated. Since the programs in this area are 
relatively new in terms of extension programs, many ad- 
justments had to be made to move into the area of working 
with marketing firms in general and specifically in retail 
food firms with the demonstration store technique. The 


speed and ease with which these adjustments were made 
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varied considerably in the several situations. However, 
the majority of the extension representatives interviewed 
seemed to be moving forward in an saniabstrative climate 
that is conducive to the successful use of the demon- 
stration store program in produce operational efficiency. 

In a majority of the cases studied, the cooperating 
firm did not use any source of information and guidance in 
produce operational efficiency matters other than the 
extension service during the period of the demonstration 
store program. However, in several cases, other sources 
of information and guidance in this area were available to 
the cooperating firm and in a few of these cases, they 
were used by the firm. | 

A large majority of the extension representatives 
and the firm personnel interviewed said that the efforts 
during each deetien of the demonstration store program 
were successful, Also, a limited amount of bench mark data 
is available from the cases studied, which tends to 
indicate tnuat the recommendations installed in the co- 
operating firms have generally produced desirable results, 

The key produce personnel of the cooperating firm 
generally gave an accurate picture of the role that they 
played in the firm. However, there was generaliy little 


resemblance between their description of their roles and 
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the description of their roles laid out in a formal 
organization chart in the cases where one was available 
for comparison. 

vome of the extension representatives interviewed 
expressed concern regarding extension's lack of experience 
in working with large, complex retail food organizations, 
Also, there was a general tendency for the work with 
larger retail food firms to take nuch longer and become 
much more involved than in the cases where the cooperating 
firm was a relatively smail one. . 

One factor that could have had an influence on the 
demonstration store program in produce operational ef- 
ficiency was the personality of the extension representa- 
tive. It would have been impossible to prove this in the 
cases studied without an elaborate set of tests that would 
have been a study in themselves. However, when es- 
sentially the same methods and techniques were used in two 
situations with a wide variation in the degrees of success 
attained, a strong case could be built up that the 
personality of the extension representative had its effect 
on the difference. . 

Throughout the summary of results of the five 
sections of the program, several references have been made 
to the communications within the firm and petween the ex- 


‘tension representative and the cooperating firm. The 
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statements regarding the many misunderstandings that de- 
veloped could lead to the conclusion that efforts to im- 
prove the communication in both cases would have been 
mutually beneficial. 

In the few cases a training program existed in the 
cooperating firm before it started the demonstration store 
program in produce operation efficiency. However, 
generally these training programs were not utilized to 
their fullest extent to supplement or complement the 


extension program. 


PART B 


introduction 

Part 5 of this study was designed as a testing ground 
for many of the observations made in Part A. Based upon 
the results of the ‘cueiye case studies in Part A and the 
advice and counsel of the personnel working on the 
contract, two methods for extending produce operational 
efficiency research results to other stores in the firm 
using the demonstration store technique were developed, 
tested in one chain and one voluntary retail food firm 
situation each, and the results were evaluated.+ 

As was pointed out in Part A, the development of the 
demonstration store program can have a considerable effect 
on the success of later sections of the program. For this 
reason, the entire demonstration store program was 
analyzed in the test situations. 

The objective of Part B was to develop, test, and 
analyze selected metnods for extending produce operational 


efficiency research results to other stores in the firm 


La description of these methods is found in 
Appendix V. rE 
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Lg 
utilizing the demonstration store technique in selected 


retail food firms. 


Methadolo 


The twelve case studies in Part A have shown that 
the development and implementation of the first four 
sections of the demonstration store program can have a 
considerable effect on the success of the fifth section of 
the program. With this as a premise, a Uniform Procedure 
for the Application of the First Four Sections of the 
Demonstration Store Program in the Test Situations was 
developed. * This uniform procedure combined the best of 
the thinking from the results of Part A and was to be used 
as a guide for the development of the first four sections 
of the test programs. This would have given the test 
programs a more or less common background and development 
coming into the fifth section. 

| Certain conditions made it necessary to deviate 
somewhat from this uniform procedure in the test situ- 
ations. These deviations have been recorded and their 
effect on the program will be assessed in the results 


section. 


ee 


“A copy of this document in included in Appendix 
ce ae 
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After the uniform procedure was developed, a de- 
‘scription of desired test situations was drawn up. 

The next problem was to develop the methods to be 
tested in these situations.* There are many methods that 
can be used in the extension of produce operational ef- 
ficiency research results to other stores in the firm 
using the demonstration store technique. However, limi- 
tations of time, funds, and personnel resources on the 
contract made it necessary to restrict the testing to the 
two most common nethods as they were found in Part A, 

The four test firms were selected under the time 
pressures of the contract and the need Soa) eonsieee- coe 
operation by the firm which limited the field considerably. 
However, work was started on the test progranis, and the 
test methods A and B were applied in the appropriate test 
firms, 

The results of the four test demonstration store 
programs were evaluated in part by the author and in part 
by Dr. Robert Dimit, Leader of bxtension Nesearen, the 


Ohio State University and the findings were summarized. 
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3p copy of this document is included in Appendix IV. 


a7 copy of this document is included in Appendix V. 
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Description of Test Firms 

Firm Number 1: This firm is a five-store chain with 
an annual sales volume of 7 million dollars, operating in 
the northwestern section of Ohio. Method A was used in 
this firm. 

Firm Number 2: This firm is a 55-store wholesale 
sponsored voluntary group with sales of about 60 million 
dollars a year opereéting in the northwestern section of 
Ohio, Hethod A was used in this firm. | 

Firm Number 3: This firm is an 86-store chain with 
an annual sales volume of 105 million dollars operating 
in the northeastern section of Ohio, Method B was used in 
this firm. 

Firm Number he This firm is & 75-store wholesale 
sponsored voluntary with an annual sales volume of 50° 
million dollars operating in central Ohio. Method B was 


used in this firm, 


Results 
| The results of Part Bb will be presented in several 
segments. ‘The first will discuss the deviations from the 
uniform procedure and tneir effect on the test methods. 
The second will present the results in the fifth section 
of the demonstration store programs in the test situation, 


The third will present Dr. Dimit's evaluation of the test 
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Situations. The final segment will be an overall evalv- 
ation and conclusion on the test situations by the author. 
Deviations from Uniform Procedure and 
Their Effect on the Test Situations 

The reader is referred to Appendix IV for the full 
content of ane Uniform Procedure for the Application of 
the First Four Sections of the Demonstration Store 
Program to the Test Situations. The emphasis here will be 
on the deviations from the uniform procedure that occurred 
in the test situations. Also comments will be made 
regarding the possible effects of these deviations on the 


success of the test methods. 


Deviations in Metnod A firms 
Approach Section 


Lack of information about the firm 
Decision-maker not brought in early in program 
Presentation of demonstration store program did 
not follow instructions 

Arrangements with liaison man hazy 

Statement of mutual responsibilities not used 
Extension representative not involved in 
selection of demonstration store 

Clear. understanding between parties not 
developed 

Mutual confidence not present 

Little or no evaluation 


e ° 
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Study of Situation and Formulation of 
Recommendations Section 


m~ - 
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IAs 


Recoumendations too wordy, meaning not clear 
Very limited bench mark data 

Did not make up a schedule of activities for 
the week 

Did not get suggestions from employees 

Little emphasis on management in study 

Liaison man was not involved in the preparation 
of the report 

Mutual confidence not present 

Study week was not a "normal" week in one case 
The program was not explained to the store people 
in one case 

Traffic flows were done in the total store 

in one case 

A firm date for ppewenbet ion of recommendations 
was not set after the study in one case 

Little or no evaluation 


Presentation of Recommendations Section 


Liaison man did not set the stage for the report 
Arrangements for the first follow-up meeting 
were not made 
Little or no evaluation 

Had trouble scheduling presentation meeting in 
one case 

DecisSion-maker did not attend the meeting in one 
case and firm liaison man did not attend the 
meeting in the other 


Follow-Up Section 


l. 
Re 


3% 


Implementation report not prepared 

No formal training program, only very Limited 
on-the-job training 

Extension representative was not involved in the 
changes in the demonstration store until after 
they were made 

The liaison man was not close to the program 
Clear understanding not present 

Mutual confidence not present 

Changed liaison man in the middle of the program 
in one case " 
Only one man in the wholesale compéeny knew about 
the program 
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Beviations in Method B Firms 
Approach Section 


1. Lack of information about the firm 

2. Results of the demonstration store programs 
were not used in the initial presentation 
meeting 

3. Little or no evaluation 

4. The liaison man was not very close to the 
program in one case 


Study of Situation and Formulation 
of Recommendations Section 


1. Recommendations too wordy, meaning not clear 

2. Very limited bench mark data 

3. Did not make up a schedule of activities for 
the week 

4. Little emphasis on management in study 

5. Little or no evaluation 

6, Liaison man not in on report formulation in one 
case 

7. Did not get suggestions from employees 


Presentation of Recommendations Section 


1. Liaison man did not set the stage for the report 

2. Liaison man not at meeting in one case 

3. Firm thought presentation was too wordy in one 
case 


Follow-Up Section 
1. Implementation report not prepared 
2. No formal training program, only very limited 
on-the-job training 
3. Little or no evaluation 
4. Owner took initiative on changes in one case 


5. Liaison man from wholesale company had little 
to do with the follow-up 


such a formidable listing of deviations from the 
uniform procedure could lead to the impression that none 
of the work in these cases was worthwhile. .& thorough 


study of the uniform procedure will show, however, that 


oh 

this listing contains only a small portion of the many 
items that were to be performed in the several sections of 
the demonstration store programs. This listing has been 
made to note the deviations from the uniform procedure so 
that the effects of these deviations upon the performance 
of the test methods A and b could be studied. ‘he 
analysis of the effect of the deviations from the uniform 
procedure on the performance of the test methods A and & 
was done in an attempt to find ways of improving this part 
of the demonstration store program and not to cast a 
negative light on the work that was done in the test 
firms. 

It is interesting to observe that the test method 
A firms were started in their programs in January of 1960 
and the two method B firms were started in April of 1960, 
A study of the number of deviations from the uniform 
procedure shows: that there are considerably fewer in the 
method B firms, it is quite possible that the extension 
“Pepresenvatives who worked in the test situations were 
not in complete agreement with the uniform procedure as 
it was developed. Thus, in the method A firms, they did 
not follow it too closely. However, as they started to 
work in the method B firms, they began to realize the 
value of uniform procedure and followed it more closely. 


Not only were the personnel in the test firms learning 
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during the programs, but also the extension representatives 
were learning the value of new and improved methods of 
working with retail food firms. 

Further analysis of the deviations from the uniform 
procedure shows that not only was the uniform procedure 
deviated from, but also the deviation was not consistent 
from case to case, fhach of che four test situations has 
had a different development and hence will have a 
diiferent effect on the test method. 

Another facet of this situation was that during the 
early phases of the work with the method A firms, the 
thoughts on the uniform procedure were not seaeeiy 
crystallized... This meant that added to the learning 
process the extension representatives in the test situ- 
ations had to cope with “vetting the bugs" out of some of 
the new ideas in the uniform procedure. However, both of 
these processes have done mucn to strengthen the uniform 
procedure. 

A fourth factor that must be considered in this 
context was that after the initial seceione-ot the demon- 
stration store program in the test firms were completed, 
another extension representative became involved with the 
test firms. This extension representative was involved 
largely with follow-up work in the test firms and did what 


little training that was done in the firms. In two of the 
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four cases, one method A firm and one method B firm, this 
_ extension representative has exerted a strong positive 
influence on the program. In the other two firms, he has 
exerted & positive influence, but it was not nearly as 
pronounced. 

Aside from the many mechanical omissions in the 
following of the uniform procedure that occurred during 
the first four sections of the demonstration store programs 
in the test situations, one subject matter omission was 
quite in evidence, There was only a very little on-the-job 
training done in any of the four firms, Historically, 
training programs in the produce department of retéil food 
stores have been very limited. But, to come along with an 
educational program to bring Weeeaneh results to a retail 
food firm and not train the personnel in the stores in the 
proper use of these research results was contrary to the 
purpose of the program, 

In summary, the uniform procedure for the appli- . 
cation of the first four sections of the demonstration 
store program in the test firms was used in varying 
‘degrees in each of the four test situations. The four 
test firms did not have a common basis ot development of 
the program. How much cifferent the basis of development 
was in each case is impossible to say. bifferences in use 


of the uniform procedure is one of the factors that will 
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affect the results of the fifth section of the demon- 
stration store programs in the test situations. However, 
in the present state of development of the programs, this 
factor could emerge as one of the controlling factors in 
the relative success of the two test methods, this will 
be discussed further in the summary section. 

Extension of Results to Other Stores 
in the Firm in the, Test Situations 

In terns of actual recommendations carried from the 
detionstration store to other stores in the firm in the 
test setesbions: the following evidence was collected 


during the evéluation period, as shown in Table 6. 


TABLE 6 
IMPLEMENTATION OF RECOMMENDATIONS IN THE DEMONSTRATION 
STORE AND THE OTHER STORMS IN THE FIRM, 
TEST SITUATIONS, OHIO, 1961 


a NE LEN NS AR A CRT | 
a ae tbe 
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Test Firm Some action taken on Some action taken on 


recommendation in recommendation in 
demonstration store other stores in the firm 
Firm #1 68.8% of recommendations O 
Firm #2 3750 a 0 
Firm #3 63.3 " 50% of original recom- 
mendation in 3 of 85 
other stores 
Firm #4 50.0 u Q 


omen a ne 


Source: Observations during evaluation period. 
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This table shows that as of the date of evaluation 
in firms 1 and 2, the method A firms, there was some 
considerable success in getting the recommendations into 
the demonstration store but no success in getting the 
recommendations into the other stores in the firm. Firm 3 
was the only firm to exhibit any extension of results but 
‘only to a small portion of the total number of the stores 
in ene firm, The other method Bb firm has no extension of 
recommendations to other stores in the firm. 

Attempts were made to collect bench mark data on 
store operations in the test firms, but the results were 
very spotty and inconclusive. Sven with the very Limited 
amount of bench mark data present, it was impossible to 
isolate the effect of the extension program from the other 
factors that affect the performance of the firms. 

The length of duration of the demonstration store ~ 
programs in the test situations is presented in Taple 7%, 

Table 7 points to a variation in program duréetion of 
ecw Steven to fourteen months which would seem like a 
long time to get an individual recommendation adopted in 
a retail food firm, However, recommendations are made on 
all phases of the aenuee department and are aecvenes to 


operate as a system,° Often this recommended system 


a a a a ea A Set 


ee. 


? Areas covered in the recommendations include work © 
methods, layout, guality control, personnel and 
management. 
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challenges basic concepts that have been in use for one or 
two generations in the firm. The acceptance of the 
_ principles behind the recommended system should take 
longer then to accept any one recommendation. In | 
addition, the installation of the recommended system can 
involve considerable sums of money and budget restrictions 


that can slow progress on the program. 


TABLE 7 


DURATION O¥ DEMONSTRATION STORE PROGRAMS IN 
TEST SITUATIONS, OHIO,1960~61 
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Duration 
Test Firm Starting Date Evaluation Date in months 
Firm #1 January 12, 1960 March 16, 1961 1h 
Firm #2 January 18, 1960 March 20, 1961 Lh 
Firm #3 April 21, 1960 March 21, 1961 il 
Firm #4 April 14, 1960 March 23, 1961 ike 


Source: Extension hKepresentatives' records. 


The time involved in evaluating the recommendation 
and coming to a decision on installation of the recommen- 
dation in the firm is relatively short compared to all the 
time that is involved in developing relationships with the 
personnel in the firm so that they will accept the change. 
In addition, considerable time is spent in adapting the 
original research results to the particular firm situation 


and proving the results to each firm. 
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When the extension representative has worked with a 
given firm and developed the educational machinery for the 
transfer of information throughout the firn, then the | 
adoption of the recommendation should be accomplished in a 
relatively short time. In all the test cases, the 
educational machinery had not been built and the vast 
majority of the time in the test cases was taken up in 
trying to build that machinery. 

Another measure of success of the test methods would 
be the plans that have been made for future work as a part 
of the demonstration store programs in the test situations, 
In test firm 1 plans have been made to incorporate many of 
the demonstration store recommendations in two new stores 
that will be completed within one year from the date of 
evaluation. Also, the demonstration store recommendations 
will be used, at least in part, in the remodeling of one 
existing store. ‘There is considerable pressure from the 
store managers in firm 1 to have the demonstration store 
recommendations extended to their stores. frlans are being 
made for training sessions for the store level personnel 
in firm l. 

Test firm 2 has not yet completed the demonstration 
store changes and has no immediate plans for extension of 


results to other stores in the firm. 
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The management of test firm 3, with the most concrete 
evidence of extension of recommendations to date, has plans 
to incorporate many of the demonstration store recommen- 
dations in all their new stores. The firm also plans to 
incorporate these recommendations in their remodeling 
plans for existing stores, Also, training sessions nave 
been planned for the produce personnel at all levels in 
the firm. The management of iva 3 has by far the most 
receptive and cooperative attitude of any of the test 
‘firms, 

Test firm 4 has had a little extension of results in 
that a two-page leaflet explaining the demonstration store 
work and success was sent to the varticipating members by 
the liaison man. The liaison man also plans to encourage 
the participating members to visit the demonstration store, 
However, at present, this appears to be the limit of the 
extension of the demonstration store recomnendations to 
other stores in the firm in this case, 

There is a certain amount of intangible benefit to be 
gained by a retail food firm from just participating in an 
educational program even though there may be no 
dissemination of the results throughout the firm, Any 
amount of thought on better ways of doing things or 
challenging of old systems, even though there may be no 


direct action from it, can help to keep the minds of the 
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management flexible and alert to the changing situation in 
which they are operating. Also, the management of the 
firm can benefit from an educational program if they learn 
a principle and do not apply it until long after the 
program is over or apply it in a different context from 
that of the specific program. 

Dr. Dimit's Evaluation 
of the Test Situations 

In addition to their own evaluation of the test 
situations, the specialists on the project asked Dr. 
Robert Dimit, leader of Extension Research, the Ohio State 
University, to make an evaluation as a "disinterested 
party." Since Dr, Dimit was not trained in the food 
merchandising area, it was apreed that his evaluation 
would deal with such factors as attitudes toward the 


program, opinions of the firm personnel regarding tne 


-conducting of the prograti, and any evidence of acceptance 


or planned adoption of recommendations resulting from the 
demonstration store studies, 

‘The procedure used in this evaluation was one of 
informal discussion with firm personnel at various levels 
in the firm. A series of guide questions was set uo to 
cover the various sections of the program. A stimmary of 


the resosonses to these questions and some general 
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observations on the test Situations by Dr. Dimit are 
included in the following discussion. 

Four main findings from the informal discussions are 
listed: 

1. The method of approach and the establishment 
of initial relationships were very effective in selling 
both tne specialist and the demonstration store progrem 
to the cooperating firms, 

2. the recommendations included in the study report 
were preceived as being realistic and highly aesirable by 
all levels of personnel with the firms. 


3, The program was well received by both corporate 
chains and wholesaler-sponsored voluntary groups. 


Lh. Firms tend to view the program as a "service" 
rather than an "educational program,” 


Dr. Dimit'ts report related many evidences of peoeean 
results that came from the interviews and presented data on 
the implementation of recommendations and the duration of 
demonstration store program, (Tables 6 and 7). | 

The remainder of Dr. Dimit's report contained 
general comments on the test situations which will be 
summarized here. 

Dr. Dimit felt that there were many factors besides 
the number of recomnendations implemented in the demon- 
stration store and carried to other stores in the firm to 
be considered in the analysis of a demonstration store 


program. 
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The report cited research done by rural sociolo- 
Sists on communication and diffusion of ideas and 
practices.° This research indicates that relatively » 
Simple changes in operations, require two to seven years 
to secure adoption after first hearing about the ideas, 
This research further indicates that changes requiring 
large outlays of capital or considerable reorganization 
of the operation take longer periods of time to secure 
adoption, In this regard, Dr. Dimit said that it is 
unrealistic to expect a very high rate of adoption even 
in the demonstration store, let alone transfer of these 
ideas to other stores in the firm in the eleven to. 
fourteen months in which the test situations had to 
operate, 

The point is also made in this report that each of 
the test firms may be said to have a personality of its 
own. This means that a comoosite or the personalities 
of the people in one firm is separate and distinct from a 
composite of the personalities of the people in any other 
firm. This composite of personalities can be said to 
effect the actions of the firm and can be abstracted into 


a separate personality for the firm. Dr. Dimit said that 


ta pees heen ciearmaery entty-rli aii espans emanates 


Onpibliography of Research on Social Factors in the 
Adoption of Farm Practices", North Central Kural Sociology 
Committee, Iowa State College, April, 1956, 
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in addition to the physical and seonomee characteristics 
of the firm there are many psychological and communication 
pattern characteristics that affect decision-making and 


functioning in the firm. This personality of the firm has 


had a definite effect on the test situations. In one case 


it was a positive effect and in another it was negative. 

- Dr. Dimit points to two items covering future 
programing from the discussion above. First, a knowledge 
of the firm, over and above the economic charecteristics, 
is desirable in helping to determine methods of working 
with individual firms. Second, the selection of liaison 
persons for "train the trainer" situations is critical to 
the acceptance and success of the method. 

In evaluating the methodology used in the test 
situations, Dr, Dimit felt that there were too many 
uncontrolled factors which limited or made impossible the 
evaluation of the design methods. He listed the non-eco- 
nomic characteristics of the firms involved, the differ- 
ences in attitude of liaison personnel and deviation from 
the uniform procedure for application of the first four 
sections of the demonstration store program to support his 
conclusions. He also said that it was unrealistic to 
expect that Asie rete aausionvor recommendations should 


take place in slightly over one year, 
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Regarding the definition for adoption of recommen- 
dations in relation to success of the program, Dr. Dimit 
made the point that the acceptance of the principle 
underlying the recommendation was much more important than 
the acceptance of the recommendation in the form in which 
it was made in the report. He said that if the basic idea 
behind the recommendation was accepted by the management 
’ of the firm then it did not matter if they made some 
changes in the recommendations as they were implemented 
in the stores. 

Of the two methods eoenee: Dr, Dimit felt that in 
view of the potential number of firms to be worked with, 
the interest demonstrated, and requests for additional 
help by the test firms, the "train the trainer" approach 
‘would seem to have the most feasibility. 

In summary, Dr. Dimit said that the measurement 
aspects of the design developed to test the effectiveness 
of the two different approaches was precluded by other 
intervening variables. However, the need for and interest 
in such a program has been established. Many ideas for 
future prograns and for improvement of methods in working 
with both corporate chains and wholesaler-sponsored 


voluntary groups have come out of this project. 
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Conclusions Regarding the 
Testing of Methods A and B 


There were several factors which could have 
influenced the relative success of the test methods for 
extending produce operatinnal efficiency research 
results to other stores in the firm using the demon- 
stration store technique. These factors have been dis- 
cussed individually here and an assessment made of their 
effect on the test situations in Part B. | 

The first of these factors was the deviation from 
the uniform procedure that occurred in the test situations, 
It has been pointed out that there were deviations from 
the uniform procedure in each case, but not the same 
deviations occurred in any one case. The weight of the 
evidence from Part A has suggested that these deviations 
could have considerable effect on the success in the 
fifth section of the demonstration store program. 

Three different extension representatives were 
involved in the test situations, Although it is im- 
possible to prove without an elaborate set of .tests, the 
personalities of these extension representatives could 
have differed enough to have had a considerable effect 
on the test situations, | | 

There was considerable difference in the physical 
enaractertebtcacol thé test firms. This was more pro- 


nounced in the chain organizations, but was noticeable in 
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all cases, Also, the personnel in the firms differed 
greatly and thus affected the results of the test situ- 
ations. 

Such outside influences on the test firms as their 
competitors! action, availability of credit and others 
could have had considerable effect in a given test 
situation. 

The factor of time allotted under the contract for 
the completion ot the tests has put considerable stress 
on the test situations. The fourteen months maximum time 
allowed for testing has not been sufficient to yield a 
fair test of the two methods, A and B, assuming that all 
other factors could have been controlled, 

Finally, the differences built into the test methods 
could have had considerable effect on the relative success 
in the test situations, This factor, of course, was the 
one for which the tests were originally designed. However, 
other factors that could not be controlled have complicated 
the measurement of the test methods considerably. 

The weight of the evidence presented previously 
would suggest thet since it was impossible to control many 
factors which exerted a definite influence on the test 
cituations, any differences in the performance of the test 


methods A and B cannot be solely attributed to the 
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differences in the methods themselves. Additional testing 
would be necessary under carefully controlled conditions 
and for a much longer period of time to find whether or 
not there was a significant difference between methods 


A and B, 


PART C 


Introduction 

Part CG will serve to tie together the findings of 
Parts A and B into an "improved " educational program 
using the demonstration store technique in extending 
produce operational efficiency research results to other 
stores in the firm. This program will be prefaced by some 
comments by the author on the demonstration store | 
technique itself and the role of the demonstration store 
technique in extension work with food retailers, Following. 
a description of the "improved" program, Part © will be 
concluded by a discussion of further research needs in 
this area, 

The objective of Part © was to determine principles 
Be develop methods to aid extension service workers to 
improve their procuctivity in extending produce operational 
efficiency research results to other stores in the firm 
following the application of the demonstration store 


technique 


Methodology 
Using the results of Part A and b, the advice and 
counsel of the advisory committee on the project, and the | 
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knowledge and experience of the specialists on the project 
as the basis, an "improved" educational program using the 
demonstration store technique in extending produce 
operational efficiency research results to other stores 
in the firm Ras Ueed developed and is presented here as 


ise 


part of the results of Part CG. The other parts of the re- 
sults section are the ideas of the author and are designed 
to set the stage for the use of the demonstration store 

technique with retail food Piras and to point up needs for 


further study regarding the uses of the technique. 
Results 


The Demonstration Store Technique 

The demonstration store ecetnteus as it was used in 
this project was an adaptation of the result demonstration 
concept. This concept is examplified by the fertilizer 
demonstrations that extension agents have used for many 
years, The use of the result demonstration in this case 
“was to establish a likeness of research results in one 
store of a firm or group of stores, and to carry the 
research results to ther other stores in the firm or group 
of stores through this demonstration store. 

rhe demonstration store then became an educational 
vehicle to aid in the transfer of research information 


from the extension representative to all the stores in the 
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cooperating firm or group of stores. The intensive work 
that was done in the demonstration store was done to 
prepare this store for its task as an educational vehicle 
for the rest of the firm as well as to demonstrate 
visually the value of specific research results to the 
management of the firm or group of stores. ‘when the work 
in the demonstration above was completed, the real work in 
the demonstration store program was just starting. this, 
of course, was the transfer of the research results to 
the entire firm or group of stores. 

The Role of the Demonstration Store 
Technique in Extension Educational 
Work with Retail Food Firms 
The successful use of the demonstration store 
technique in an extension educational program is based on 
three main assumptions: 
1. The clientele for the program is well defined 
2. The clientele knows and has confidence in the 
extension representative who will use it. 
3. Research information is available to be carried 
to the clientele. ; 
The first two of these assumptions have a direct 
bearing on the subject at hand. A great deal of careful 
pround work must be laid in the educational proeran with 


food retailers in any given state or area before effective 


use can be made of the demonstration store technique. 
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There are many ways of laying this ground work, The 
following is a partial listing: 


Use of brochures explaining the program ; 
General meetings to create awareness and interest 
in the program 

- involvement of the firm or group of stores in 
research work 

All sorts of work with trade groups 

- Use of publications of all types 

- Work with other extension workers 

7. Public relations work of all types 


Owner WY NEF 


The use of the demonstration store technique would 
not be the first thing that an extension representative 
would want to take on as he is starting an educational 
program with food retailers. However, intimate work with © 
firms of the type that the extension representative will 
get into as he uses the demonstration store technique can 
provide an invaluable experience for him as well as 
subject matter material for use in the program. A proper > 
balance between depth and breadth of subject matter 
coverase must be maintained in line with the needs of the 
clientele, the training and experience of the extension 
representative, and the desires of extension administration 
in the particular state or area, 

The third assumption involved more of a problem when 
extension work was started with retail food firms than it: 
does today. More and more research information is becoming 
available in this area, and the extension representatives 


spend more time in carrying information to their clientele 
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and less time in actual acquisition of the information, 
However, much more research work is needed both in the 
operational and management phases of tne retail food 
business. 

The demonstration store technique can be one of the 
most effective educational tools that the extension repre- 
sentative has in working with retail food firms, However: 
care must be exercised in its use to avoid bogging nee a 
program with details or giving it a shallow appearance 


with no subject matter depth. 


"Improved" Program for the Use of the 


Demonstration Store Technique in 
Produce Operational Efficiency Work 


The "improved" program for the use of the demon- 
stration store technique presented here will be cast in 
the setting éP Saueaurenat work within the produce de- 
partment of a retail food firm. ‘This does not mean thet 
the use of the demonstration store technique is limited to 
the produce department of a retail food firm or to retail 
food firms for that matter. Principles that are presented 
here should apply, with some possible modification, to most 
firms engaged in the marketing of agricultural products, 

As was the practice in Part A, the program will be 
divided into five sections and each will be explored in 
detail. Definitions of the sections of the demonstration 


store program will be found in Appendix I. 
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Before going into the mechanics of the program, an 
important point needs to be discussed. It concerns the 
relationship to be developed between the extension repre- 
sentative and the management of the cooperating firm for 
successful completion of the program. The feeling of 
mutual confidence and trust that will foster the desired 
two-way flow of information between these two persons can 
only be developed through genuine efforts and the belief 
in a common goal. This relationshic is a continuing one 
that can outlast a particular demonstration store effort 
and lead to cooperation in a total educational program. 

References ane been made earlier in the dissertation 
to the need for the development of a close working re- 
lationship between the extension representative and the 
management of the cooperating firm. suecasetl demons 
stration store work is not a "here today and gone to- 
morrow" proposition. It has tremendous long-run potential 
and must be handled with this in mind for maximum satis- 
faction from its use, 

For purposes of the discussion, the basic premise 
here will be that the three assumptions stated in the 
discussion oh the role of the demonstration store 
technique in educational work with retail food firms have 
been fulfilled and the extension representative is ready 


to move into demonstration store work, 
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Approach 
The first step in the development of a demonstration 

store program will be to locate a suitable firm that is 
willing to cooperate in the project. It has been as- 
sumed that the extension representative knows and has the 
confidence of his clientele. Thus the selection of the 
firm should not present too much of a problem. 

_ Some desirable characteristics in a firm that would 
make it a suitable subject for a demonstration store 
program are --~ | 

1. Relative position inthe area. 


2. Willingness to change. 
3. Well-defined organization. 


4, Glear-cut lines of authority and responsibility. 

5. Willingness to share changes with other firms. 

6. Lack of extremes in size, personnel and physical 
facilities. 

7. Availability and interest. 

8. Cooperation and receptiveness. 

9. Knowledgeable employees. 

10, Location in the state. 


[ft may be very difficult to ASeeueD a firm that 
possesses all these characteristics; however, efforts spent 
in selecting a desirable firm for demonstration store work 
can be well rewarded with the development of a successful 
educational program. 

Two of tne people in the firm that the extension 
representative will want to get to know very early in the 
work are the "decision-maker," the person who makes the 


decisions in the firm, and the "driving force," the person 
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who gets the job done in the firm. Since the successful 
completion of a demonstration store program can involve 
changes in operating policy and the expenditure of con- 
Siderable sums of money, it will be necessary for the 
extension representative to start as early as possible in 
developing the confidence and trust of the top manégement 
of the firm, A thorough study of the organization struc- 
ture of the firm will be helpful in locating those men and 
in making an appraisal of the lines of communication in 
the firm. . 

The next step in the program will be to hold a 
meeting between the extension representative, the 
decision-maker, the driving force, and any other persons 
that the situation may deem necessary. This meeting will 
be called for the purpose of establishing mutual under- 
standing regarding all the aspects of the demonstration 
store program, The agenda for this meeting will include -- 

1. Developing the concept of the demonstratio 

' store, 

2. Description of all sections of the demonstration 
store program. 

3. Examination of the relationship to be developed 
petween the extension representative and the 
cooperating firm. 

4h, Study of a sample timetable on the demonstration 
store program, 

. Review of other demonstration store work. 


2 
6. Establish the need for a liaison man. 
7. Study the statement of mutual responsibilities, 
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The demonstration store concept has been discussed 
previously. It is very important that the top management 
of the firm realize the scope and depth of the proposed 
denonstration store program. The sooner that they are 
made to realize that the demonstration store is en 
educational vehicle for work with the entire firm, the 
better will be the chances for the success of the program, 

The sections of the demonstration store progrem are 
defined in Appendix I. They will be explained to the 
management of the firm as another means of creating 
understanding of the program. 

The desired relationship between the extension 
representative and the cooperating firm has been dis- 
cussed previously. ‘this relationship will be explained 
to the firm in terms of a two-way flow of information 
and cooperation between the persons involved, 

The study of a sample timetable of a demonstration 
store program will give the firm some idea of how work on 
the program will be conducted and the timing and co- 
ordination that will be necessary for success of the 
venture. 

Review of other demonstration store work done by the 
extension representative will give the management actual 


physical evidence of success of the program in other. 
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firms, The old adage that "a satisfied user is the best 
advertisement for your product" might well apply here. 

For maximum benefit to be derived from the program 
by the firm, it will be. essential thet a liaison man be 
appointed in the firm to work closely with the extension 
representative and take the leadership of the firm's part 
in the demonstration store program. Desirable character- 
istics for the liaison man to possess are -- 


1. Ability to abstract himself from his present job 
and devote full time to working with extension 
when needed and to refrain from discussion of 
recommendations until the formal report is 
presented, 

2. Orientation to problem-solving and ability to 
give an objective appraisal of a problem 
situation. 

3. Familiarity with and a working knowledge of 
training methods and their use in retail food 

. firms, . 

4h. A thorough knowledge of produce and its 
problems. 

5. Ability to carry through on major decisions 
and to command the respect and cooperation of 
his co-workers. 


It may be hard to find a person in the firm 


possessing all these characteristics. However, care in 


selection of the Liaison man can bring big dividends in 


smoother working relationships and elimination of 
confusion and waste motion as the program develops. ‘the 
liaison man will be appointed immediately after the de- 


cision has been made to go ahead with the program, 
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One of the most valuable tools that the extension 
representative has at his disposal to aid in creating 
understanding between himself and the management of the 
firm will be the statement of mutual responsibilities. 
This short and carefully worded statement will oueline the 
educational services that the extension representative can 
provide for the firm and will state what the firm must do 
to gain maximum benefit from the program. The statement 
will serve to more or less set the boundaries for the 
development of the demonstration store program. A copy 
of the statement used in the test situations in Part B is 
included in Appendix IT. 

When the top management of the firm has been thor- 
oughly iniormed regarding the program, the time has come 
to make the decision on participation in the program, The 
assumption will be made here that the decision has been 
made to go ahead and start work on a demonstration store 
program in produce operational efficiency. 

After the liaison man has been selected and briefed 
on his responsibilities, the next step will be the 
selection of the demonstration store: It would be highly 
desirable for the extension representative and the liaison 
man to work together in the derceeion of the denon- 
stration store, The ideal demonstration store will be one 


which is as nearly typical of the rest of the stores in 
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the firm as possible, The more typical the demonstration 


store, the fewer changes that will have to be made in the 


recommendations when they are transferred to the other 


stores in the firn, 


Once the demonstration store has been selected, the 


extension representative will want to start collecting as 


much information as possible about this store and the rest 


of the stores in the firm, This wiil be done to aid in 


making recommendations for the demonstration store and to 


facilitate the transfer of the recommendations to the 


other stores in the firm, The types of information to be 


collected are += 


1. 
2 
3. 
L 


8. 
9. 


The local and national competition situation. 
A description of the organization structure 
of the firm. 

The background and responsibilities of key 
personnel in the cooperating firm. 

Such information on operating policies of the 
firm as how and by whom they are formulated, 
how they are communicated to the personnel 
throughout the firm, and how they are 
implemented. 

The effect of labor bargaining groups in the 
cooperating firm, 

The capabilities and limitations of the 
personnel in the firm. 

Bench mark data on the firm and the demon- 
stration store. 

The number and physical characteristics of the 
facilities of the firm. 

Any other information that will be helpful in 
making a complete analysis of the produce 
department in the cooperating firm. 


For the gathering of this information, the extension 


representative will eioride the firm with data collection 
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forms whenever possible in order to facilitate the assembly 
process, He will make it as easy as possible for the firm 
to give him information. 

The last step in the approach section wilk be for the 
extension representative to take stock of the situetion to 
see whether both he and the firm are ready to progress 
into the next section of the program. 

Study of Situation and 
Formulation of Recommendations | 

There are several tasks that must be performed in 
preparation for the actual study senioas The first of 
these will be for the top management of the cooperating 
firm to inform its employees of plans to embark on a 
demonstration store program in produce operational ef- 
ficiency. It will be essential that the firm use its 
regular channels of communication to inform its employees 
of its plans so that there will be no misunderstandcings 
when the extension representative starts to work with the 
lower eschelon personnel in the firm. A special effort 
will be made to have the demonstration store employees 
know who the extension representative is, what he will be 
doing, and how it will affect store-level personnel, 

Another of these tasks will involve visiting the 
demonstration store before the study period to get ac- 


quainted with the people, make the necessary sketches, 
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and observe the general routine of work in the department. 
This will give the extension representative a general idea 
of problem areas on which to concentrate and information 
on which to base his schedule for the study week. 

In planning the study period, the extension repre- 
sentative will be sure to schedule enough time in the 
store to get a true picture of the situation. This can 
usually be accomplished in a week, He also will try to 
schedule the study week at a time when tne puelhoes is as 
nearly normal as possible and all the personnel are on 
the job. This will aid in setting an accurate picture of 
the operation. 

The extension nepeeeeneatiwe may well plan to spend 
some time studying the aspects of the produce operation of 
the firm other than at the store level. It is possible 
that the real cause of many of the store problems lies in 
some other segment of the firm. Efforts to get to the 
root of &@ problem will not stop until a satisfactory 
answer has been arrived at regardless of where in the 
organization he must look. | 

before moving into the study period itself, the 


extension representative will take stock of his "kit of 
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tools" to see if they are all in good working order. The 

"kit" contains -- 

. His own training and experience. 

. Help from his co-workers and the Federal 
Extension Service. 

. Descriptive and bench mark data on the firm. 

. Agricultural Marketing Service and land grant 
college research, 

» trade and census date, . 

. Materials from manufacturers of equipment and 
fixtures. 

7. Other helpful data. 

When he has marshalled all his tools together, the 
extension representative will have himself well prepared 
to approach the problems at hand. 

One last item will be considered before the study 
itself can be started. The extension representative must 
not lose sight of the fact thet even though his work will 
be concentrated within the produce department, the produce 
department is an integral part of the store operation. 
Also, the produce operation ifs but one part of the 
functioning of the entire firm. Many recommendations can 
be made for improvements in the produce department. 
However, @ recommendation that helps the produce de- 
partment but hurts the total operation cannot be a good 
one. & belance will be sought for, so that maximum 
improvement can be enjoyed in the produce department with 


a minimum of interference with other departments in the 


store, 
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In the actual performance of the study of situation, 
there are several methods that will be used: 

1. Use of customer traffic flow studies 

2. Observation of situation in the produce 
department 
. Use of the U.S.D.A. Checklist for produce 
4, Study of the layout and equipment in the 

backroom and display area of the produce 
department 
5. Observation of work methods in the produce 
; department 
6, Study management problems in the produce 
department 
An informal method the extension representative will 
use during the study week will be to ask the employees of 
the firm for suggestions on how to improve the department. 
This will be done discretely but can yield helpful 
suggestions and can aid in making the employees feel that 
they are a part of the program. Also, these informal 
discussions will give the extension representative a 
chance to assess the capabilities and limitations of the 
store personnel. 

‘the extension representative will compare the job 
descriptions as given him by the employees with tneir 
assigned role in the firm to get a complete picture of the 
functioning of the department. the informal relationships 
thet have grown up in a department or firm can be a 
definite factor in finding the solution to a given problem, 


AS he goes about his various tasks during the study 


week, the extension representative will want to keep the 
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jiaison man informed of current happenings. This will 
help to keep lines of communication open and to keep 
interest in the progrém at a high level. 

As the study period comes to a close, the extension 
representative will want to make a date with the decision- 
maker, the driving force and the Liaison man in the firm 
for presentation of results of the study. this meeting 
will be scheduled soon after the study so that the 
information to be presented will be fresh in the minds of 
the persons involved. 

When he has all the necessary data collected, the 
extension representative will start to work formulating 
the report. The first thing that he will do will be to 
review the objectives of both parties involved in the 
program and see whether his thinking is still in line with 
those objectives. 

Wext, the extension representative will make up a 
rough copy of the report and take it to tne liaison man 
for his comments and suggestions, The liaison man will 
point up places in the report where cowpany policy is 
involved and help to anticicate problems which may arise 
during the presentation of the report. This will be also 
another way of making the firm feel a part of the program. 

The liaison man Will be encouraged not to discuss 


the recommendations in the report with anyone in the firm 
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until the report has. been presented to the top management 
of the firm. ‘his will avoid the seneuaton ena misunder~ 
standings that could be built up if various stories were 
allowed to leak out regarding the results of the study. 

The physical layout of the report will involve the 
use of four columms on a legal size page. The four 
columns will be labeled situation, recommendation, planned 
action, and action taken. for purposes of presentation of 
the study results and recommendations, the first two | 
columns will be used. The last two columns will be left 
‘plank for use in later sections of the program. 

The subject matter in the report will follow the 
flow of merchandise from the back door of the store to the 
point of ultimete sale, It may be necessary to go outside 
the demonstration store to point up certain problems which 
affect the performance at store level. If so, this part 
of the report will blend logically into the rest of the 
report. 

“The presentation of customer traffic flow data in 
sea e ene ey the rest of the report will be handled 
by the inclusion of a master traffic flow sheet with 
supplementary tables on the personal characteristics and 
performance of the sample customers. implications for 


action at the store level will also be listed. 
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In evaluation of this section of the demonstration 

store program, the extension representative will search 
to make sure that he has discovered and reported the real 


problems in the produce department in the firm and has not 


confused the evidence of the problem with the cause of the 


problem in his analysis. Also, he will want to be sure 
that the firm will be ready to receive the report and that 


he will be ready to present it. 


Presentation of Recommendations 

The actual presentation of the formal report to the 
firm will take place in a meeting meGHeee the extension 
representative, the decision-maker, the driving force, and 
any other people that the situation might dictate, This 
session will be limited to the top management personnel of 
the firm. A meeting place will be arranged that will be 
comfortable and free from interruptions. 

Before the report is read and discussed, the liaison 
man will introduce the extension representative and 
authenticate the observations that have been made during 
the study. | 

The extension representative will preface his 
remarks with a short review of progress on the demon-~ 
stration store program and a reminder of the steps 


necessary for the successful completion of the program. 
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The rest of the program will revolve around the discussion 
of the report. The extension representative will lead 

the discussion, using appropriate visual materials to 
emphasize and clarify various points in the presentation. : 
Ample time for discussion will be allowed, and the ex- 
tension representative will make every effort to clear 

up any misundersténdings which may arise immediately. 

At the close of the presentation meeting, the ex- 
tension representative will set a date for the first 
follow-up visit with the liaison man. The purpose of this 
visit will be for the liaison man to relay to the ex- | 
tension representative the decision of the management of 
the firm regarding the changes that will be made in the 
demonstration store, and eventually in the other stores 
in the firm, Also, these two men will start to work 
making plans to carry out this decision. 

In evaluating this meeting, the extension repre- 
sentative will get the reaction of the management of the 
firm to the report and look for any changes of attitude or 
relationship. He will also make a list of the items in the 
report which caused the most controversy, and will make 


plans to put extra emphasis on these points during later 


sections of the program. 
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Follow-Up 

When the top management of the cooperating firm has 
studied and evaluated the report and made a decision on 
the recommendations, the extension representative and the 
liaison man will meet and go over that decision. Complete 
understanding will be reached between these two men 
regarding what changes will be made in the demonstration 
Store. This is the point when all misunderstandings on 
recommended changes will be worked out. When this under- 
standing has been reached, the two men will start to make 
plans to implement the desired changes in the demonstration 
store. . . 

As they draw up the plans for implementation of the 
changes in the demonstration store, the types of 
information that the two men will need are -- 

1. Desired changes to be made, 

- sources of equipment and fixtures. 

. Approximate cost of changes. ~ 

. Timetable of events, the setting of priorities. 

. The responsibility for changes fixed. 

. Provisions for training in the use of the changes. 

In this planning process, the third column in the 
report, planned action, will be completed. This column 
lists the specific action planned, converge date of 
completion.and personal responsibility for carrying out 
each action. This part of the report will be used with 


care so that it can perform its intended function of being 


a guide for carrying out the desires of top management 
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rather than becoming a "straight jacket" for the persons 
involved. 

When all the plans have been made to get the recom- 
mended changes in the demonstration store, the extension 
representative will start work in the store. He will 
spend as much time as necessary with the plumbers, siees. 
tricians, carpenters, and equipment manufacturers to be 
sure that the physical changes are made as recommended or 
desired by the firm. He will also be sure that the liaison 
man is involved in this work and is familiar with the vari- 
ous techniques and information required to do this job. 
This will be done so that the liaison man can take leader- 
ship in this work with the rest of the stores in the firm. 

As the physical changes are being made in the detmon- 
stration store, the extension representative and the 
liaison man will be working on the training program that 
will be needed to acquaint the store personnel with the 
changes and to help tnem become more productive workers. 
There are many lessons thet could be included in this 


training program. Several are: 


Basic training in the produce operation 
Principles of work simplification 

Quality maintenance 

Work scheduling 

Ordering and inventory control 

Familiarity with new fixtures and equipment 
Packaging techniaues 

Display techniques 

Personnel training 

Cleanliness . 
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The methods used to present his material will be 
on-the-job training, Seminar type discussions, movies 
and hand out materials. The emphasis will be on indi- 
vidual instruction with special emphasis on the develop- 
ment of skills and proficiencies for demonstration to the 
other stores in the firm, | 

The fourth column in the report, action taken, will 
be filled in upon completion of the various changes at 
the end of this section of the program. 

Evaluation of the work in the demonstration store 
will be done by looking for acceptance and use of the 
changes by the store personnel. Bench mark data on store 
performance will be another good yardstick. The extension 
representative will make every effort to see that the 
demonstration store will be ready to jertord its function 
as an educational vehicle for the rest of the stores in 
the firm. He will also see that the rest of the stores in 
the firm will be ready to receive tne recommendations. 
Extension of Recommendations 
to Other Stores in the Firm 

When the recommendations are established in the 
demonstration store, appropriate training programs have 
been developed, and the operation running smoothly, the 
extension representative will turn his full attention to 


the extension of recommendations from the demonstration 
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store to other stores in the firm. In reality, the ex- 
tension representative has not had the epeierer of 
information to the other stores in the firm out of his 
mind for a single moment. He has used every opportunity 
during this entire program to remind the management of the 
firm of the real purpose of the demonstration store, and 
has been studying the firm and its personnel to find the 
best ways of disseminating the information. 

During the entire demonstration store program, the 
extension representative has been collecting information 
regarding the firm of the types listed on page 81. He 
will use this information in trying to see how the recom- 
mendations for the demonstration store will fit into the 
other stores in the firm, 

In order to make plans for implementing the changes 
in the other stores in the firm, it will be necessary for 
the extenston representative and the liaison man to get 
together and form an overall plan of action. This plan 
will be similar to the one discussed on page 90, except 
it will be for the entire firm. The two men will need 
the types of information listed on page 90 to complete it, 
Care will be taken that the specific actions to be taken 
are spelled out, tentative conipletion dates. set up, and 


responsibility for completion of the work defined, 
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In order to make sure that the recommended physical 
changes will be installed properly in the other stores 
in the firm, a regular system of follow-up work will be 
devised. Assuming the liaison man has been properly 
trained, there will be little difference in the results 
whether this work is to be handled by the extension 
representative or the liaison man. However, an under- 
standing on responsibilities will be reached by both 
persons. If he is to be involved in this phase of the 


work, the extension representative will encourage the 


liaison man to follow-up on the physical changes and take 


charge of the training program himself. 


The training program for the produce personnel in 


‘the other: stores in the firm will contain largely the same 


types of subject matter as those listed on page 91, with 


adaptations for specific situations. The methods used 
will emphasize group techniques, such as classroom and 
seminar sessions, tours, movies, and hand out materials 


in order to increase the efficiency of teaching. 


As in the case of the physical changes, assuming the 


liaison man has been properly trained, it will make little 


difference which one of the two men heads up the work. 


However, if the extension representative is to be involved | 


he will stay close to the training work and let the 
liaison man take responsibility for straightening out 


problems in individual stores, 
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Evaluation of the work with the other stores in the 
firm will be found in the acceptance and use of the changes 
by the store personnel and in the attitude of the manage- 
ment oi the firm. Bench mark data collected on the entire 
firm will be a good concrete measure of success that will 
find a variety of uses in other program work, 

It must be remembered that the use of the demon- 
stration store technique is a never-ending proposition. 
The end of one particular phase of the work does not mean 
that the demonstration store has outlived its usefulness. 
As research brings out further improvements in the produce 
area, the machinery that has been established Poe the 
transfer of information throughout the firm can be used 
over and over again. Also, information on ethos de- 
partments of the store may be Spread throughout the firm 
with certain modifications in the educational machinery. 
Further Research Needs in the Use of 
The Demonstration Store Technique 

There are several places at the retail level where 
more research could be done to find better ways of using 
the demonstration store technique. Since most of the 
demonstration store work to date has been done in the 
produce department, research is needed to find the best. 
| use of the technique in the other departments of the 


retail food store. 
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There are many types of firms with which the demon- 
stration store technique has not been used. Ways must be 
found to work effectively with these firms. 

Only two methods of extending research results from 
the demonstration store to other stores in the firm were 
tested here. There are many more that need to be tested. 
Also, more testing is neéded on the two methods that were 
‘studied here. 

kuch more work is needed in the development of 
training programs for use in the demonstration store 
program at the retail level. 

Finally, more work should be done to improve the 
program that has been suggested in the results of Part C. 

Work on the use of the demonstration store technique 
at the wholesale level has barely scratched the surface, 
There is a federal contract at present in Oklahoma under 
which this problem is being studied. 

The demonstration store technique can have appli- 
cation in almost all types of agricultural marketing 
firms, Work here has yet to get started. 

A final thought to be interjected here, It is 
possible that the demonstration store technique may not 
be the most effective educational tool for disseminating 
information within agricultural marketing firms of all 


types. Work is needed to see whether there is not a 


better way of doing this job. 
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DEFINITION OF SECTIONS OF THS& DEMONSTRATION STORE 
PROGRAM IN PRODUCE OPERATIONAL EFFICIENCY 
OF THE AGRICULTURAL EXTENSION SERVICE 


97 


sa wisn amare eth 


wa eee eee et ee ane cine ene ae age ace aibd Aene MK RLS Vtet AREER NE a IO AEN OE aotareatnm ne eee nn 


Definition of Sections of the Demonstration - 
Store Program in Produce Operational Efficiency 
of the Agricultural Extension Service 
1. Approach: Time and effort spent from the time 
that the firm was first considered as one in which to do 
formal produce operational efficiency work to the time 
when the formal study of the situation started, 
| 2. Study of Situation and formulation of Recommen- 
dations: This involves such things as description of the 
existing set-up in the firm, a detailed analysis of present 
layout and procedures, preparation of recommended in- 
provements in line with U. 5. D. A. and other institutional 
recommendations and sound economic and marketing principles. 
3. Presentation of Recommendations: This involves 
the time and effort spent in the presentation of the 
findings of the study to the firm. 

_&. Follow-up: This represents all the time and 
effort spent with the firm from the time of the presentation 
of recommendations until the recommendations established in 
the demonstration store were ready to be extended to other 
stores in the firm. 

5. Extension of Recommendations to Other Stores in 
the Firm: This represents all che time and effort spent 
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29 


from the initial: extension of recommendations from the 
demonstration store until all the recommendations that 
the management of the cooperating firm wished had been 


carried to the other stores in the firm, 
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WRITTEN STATEMENT OF MUTUAL RESPONSIBILITIES USED 
IN PRESENTATION OF DEMONSTRATION STOnis PROGRAM 
DURING TESTS IN PART B 
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Demonstration Store Program of 
The Agricultural Extension Service 
Ohio State University 


I. 


al, 


Purpose of Program 


A. 


General 


To increase the effectiveness of the educational 
program of the Ohio State University Agricultural 
Extension Service, designed to help Ohio food re- 
tailers reduce-costs and make greater profits in 
the operation of retail food stores. 


Specific 


1. To establish in one retail store of a group 
(chain, voluntary, etc.) methods and procedures 
designed to help in making work easier and more 
efficient, bring about sales increases, reducing 


costs in the produce department. 


2. To assist the management of the group in 
getting the methods and procedures considered to 
be of value by the management adapted to the 
other stores in the group where applicable. 


Procedure 


A, 


Food Merchandising Specialistsof the Agricultural 


Extension Service of the Ohio State University will 
make a thorough analysis of the operation of the store 
in which the demonstration will be established, in- 
volving the following: 


1. Analysis of operation records for at least the 
last accounting period, preferably for the last 
year. This can be based on operation ratios 
developed from complete records, or on the 
complete records. 
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2. Analysis of methods used in ordering, receiving 
and inventory control. 


3. Close obServation and analysis of work methods 
employed in all phases of the operation of the 
produce department in the store. 


&. Analysis of the use of equipment, personnel, 
and space resources. 


5. Customer-flow analysis involving the recording 
of the path followed and the shopping activities 
in the produce department of each of a carefully 
selected sample of customers. 


6. Based on the analyses as outlined in 1 through. 
5 above, write a demonstration store "plan", 
including a clear statement of procedures and 
methods in use at the time of the analysis, the 
problems involved, and recommended solutions to 
these problems. 


7. Explain to management of the store and the 
group precisely the meaning of the written "plan", 
how it can be put into effect, and how the Agri- 
cultural Extension Service of the Ohio State 
University can aid in putting it into effect. 


8. Cooperate with the management of the store and 
the group in guiding changes and improvements 
undertaken as a result of the recommendations in 
the "plan" and in getting the improvements 
smoothly integrated into the operation, 


9. Aid the management of the group in teaching 
management and operations personnel who have 
responsibilities in produce in the demonstration 
store and in other stores of the group the 
importance of the improvements made in the demon- 
stration store, the principles involved in making 
the operation more profitable through these 
improvements, and how the improvements can be 
adapted to other stores in the group. 


The management of the store and group will: 


1. Designate some member of the management of the 
group to work with the Food Merchandising 
specialists throughout the demonstration store 
program and perform the following functions: 
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a. Act as liaison between the management of 
the group and the Food Merchandising 
specialists. 


b. Help in planning and carrying out all 
sections of the demonstration store program. 


ec. Explain to all other personnel in the 

group the nature of the demonstration store 
program in the produce department and the work 
to be done by the Food Merchandising specialists. 


2. Provide operation records for the last ac- 
counting period (or for the last year, if possible). 
This may be in the form of complete records or in 
the form of operation ratios, such as: 


a. Sales per man hour in the produce depart- 
ment, 


b. Sales per dollar of payroll cost in the 
produce department, 


ec. Sales per dollar merchandise cost in the 
produce department, 


ad. Sales in the produce department as a per- 
centage of total sales, 


e. Inventory in relation to weekly sales, 


These ratios will be provided for the demonstration 
store insofar as they are available from records, 
and also as averages for all the stores in the 
group. 


3. Make full explanation to all personnel in the 
demonstration store prior to the time of the work 
by the extension specialists as to the nature of 
the work that the extension Spe ctent ete will do 
while in the store. 


4. Study carefully all recommendations in the 
demonstration store "plan" and undertake to put 
into effect as many of the recommended changes 
as the management believes will improve the 
operation of the produce department. The Ohio 
State University Agricultural Extension Service 
will be available to help in implementing these 
recommendations as outlined in A, 8 and 9 above. 
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5. Develop a program, in cooperation with the 
Ohio State University Agricultural Extension 
Service, for teaching management and operations 
personnel who have responsibilities in the produce 
department of the various stores of the group the 
principles involved in the improvements made in 
the demonstration store and how these improvements 
can be adapted to other stores in the group. This 
will involve personnel in the demonstration store, 
in other stores of the group, and at levels above 
store management. 


6. Provide records for a period comparable to the 
period involved in B, 2 after the improvements 
have been made in the demonstration store, to 
permit evaluation of the changes made, 
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Uniform Procedure for the Application of the 
First Four Sections of the Vemonstration Store 
Program in the Test Situations in Part B 


—_— 


The purpose for developing this uniform procedure is 
to give each of the test methods as nearly as possible the 
same background in order to increase the accuracy in 
measuring their relative differences, It is assumed that 
this uniform procedure will be followed closely unless 
conditions make it impossible to do so. In the event that 
deviations from the uniform procedure should occur, they 
will be recorded and an attempt will be made to analyze 
their effect on the performance of the test method. 

A problem arises here in that this uniform procedure 
is an aggregation of the best thinking regarding the first 
four sections of the demonstration store program in produce 
operational efficiency: but the uniform procedure, as such, 
has not been tested under controlled conditions. All 
information available ponies to the success of this method 
and it will be assumed that this procedure will do the 
best possible job of preparing the demonstration store and 
the cooperating firm for the dissemination of produce 
operational efficiency research results to other stores 
in the firm. This may or may not be true, but this is not 
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the main issue here. If this uniform procedure is not the 
best in performing the job assigned to it, at least all 
the test situations will have similar starting points and 
backgrounds. 

In this discussion, the same definitions for the 
first four sections of the demonstration store program 
that have been used throughout the study will be applied 
and are listed as follows: 

1. Approach: Time and effort spent from the time 
that the firm was first considered as one in which to do 
formal produce operational efficiency work to the time 
when the formal study of the situation started. 

2. Study of Situation and Formulation of Recommen- 
dations: This involves such things as description of the 
existing setup in the firm, a detailed analysis of present 
layout and procedures, preparation of recommended im- 
provements in line with U. 5. D. 4A. and other institutional 
recommendations and sound economic and marketing principles, 

3. Presentation of recommendations: This involves 
the time and effort spent in the presentation of the 
findings of the study to the firm. 

4. Follow-up: This represents all the time and ef- 
fort spent with the firm from the time of presentation of 
recommendations until the recommendations extablished in 
the demonstration store were ready to be extended to 
other stores in the firm, 

The Approach Section 

The origin of the idea for a demonstration store 
program in produce operational efficiency and the initia- 
tive for the initial contact with the cooperating firm 


will most likely be the responsibility of the extension 


representative handling the test method. However, the 
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fact that the cooperating firm has indicated an interest 
in the program and taken the initiative in finding out 
more about it could be very helpful in getting the 
program underway. 

The important things to be taken care of in the | 
initial visit or visits, as the case may be, are for the 
extension representative to get to know as much about the 
firm as possible and to let the firm become thoroughly 
familiar with the extension representative and the 
functions of extension programs for food wholesalers and 
retailers. In some cases, more than one visit will be 
needed to get acquainted and make arrangements for the 
initial presentation of the demonstration store program. 
In other cases, it may be given on the first visit to the 
cooperating firm. The several test situations will have 
to dictate the course of action for the extension repre~ 
sentative to follow. 

Desirable types of information regarding the co- 
operating firm such as the following will be gathered by 
the extension representative: 

1. Local and national competitive situation. 


2. Description of the organization structure of 
the cooperating firm. 


be Background and responsibilities of key personnel 
in the cooperating firm. 
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4. Guiding rules of action of the cooperating 


firm -- policy. 
. 8, How and by whom 


b. How these rules 
to the store personnel, 


c. How these rules 


5. The effect of labor 
cooperating tirm. ; 


they are formulated. 


of action are communicated 


are implemented, 


bargaining groups in the 


6. Any other information that will be helpful in 


making a complete analysis of 
the cooperating firm. 


It is very important to 


the produce department in 


find the decision-maker, 


the person who makes the decisions, and the driving force, 


the person who gets the job done in the cooperating firm, 


as soon as possible. 


decision-maker from forces outside the firm, 


The possibility of influence on the 


‘Such as 


financial institutions and family should be determined as 


nearly as possible. 


acting in these capacities be 


It is necessary that the persons 


reached at the beginning of 


the program in order to firmly establish the concept of 


proper use of the demonstration store in the firm. 


In the test situations, 
department as a unit and also 
total store operation will be 
the original definitions used 


specific departments analyzed 


a complete analysis of a 

as a functioning part of the 
made. In accordance with 
in this project, the 


in the test situations will 


be limited to the produce department in the cooperating 


firms, 
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Preparatory to the development of plans for each of 
the test situations, a meeting will be arranged between 
the top management of the cooperating firm and the 
extension representative to discuss the demonstration store 
program. Those in attendance at this meeting from the 
extension service will 66 all the extension personnel who 
will be involved in the study. Those in attendance from 
the cooperating firm will be the top management only. 
This will include the decision-maker, the driving force, 
and other top management personnel who the decision-maker 
thinks should be included. At this point, it is very 
important that as many of those who influence the 
decision-making process in the cooperating firm as 
possible attend the meeting. 

"Starting with the initial presentation and through- 
out the development of the demonstration store program, 
the extension representative points out the value of the 
extension of the demonstration store results to other 
stores in the firm. He will take advantage of all op- 
portunities to encourage personnel in the firm to think of 
work that is done in the demonstration store as a part of 


the educational work with the entire firm. 
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The items to be discussed in this initial presen- 
tation of the demonstration store program are as follows: | 


1. Complete description of all sections of the 
demonstration store program. 


2. Results of other demonstration store work. Use 
of slides, movies and discussion to dramatize the ex- 
tension story. 


3. Discussion of what extension can and will do 
with the cooperating firm. 


4. Discussion of the need for liaison man in the 
firm and desirable characteristics such as: 


a. Ability to abstract himself from his present 
job and devote full time working with extension when 
needed and to refrain from discussion of recommendations 
until the formal report is presented. 


b. Orientation to problem solving and ability 
to give an objective appraisal of a problem situation. 


e. Familiarity with and a working knowledge of 
training methods and their use in retail food firms. 


ad. A thorough knowledge of produce and 
its problems. 


cm Discyssion of written statement of mutual re- 
sponsibilities~ of the extension service and the cooper- 
ating firm in establishing the demonstration store 
program. 

Assuming that the decision is made to go ahead with 
the demonstration store program, the decision-maker of the 
cooperating firm will designate someone in the firm to act 


as a liaison man between the extension representative and 


the decision-maker and to be responsible for seeing that 


ty copy of this statement is included in Appendix II. 
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the things that the cooperating firm agreed to do are 
done, This liaison man will be included in the planning 


and implementation of the first four sections of the 


demonstration store program. In order to insure continuity 


of programming, the functions performed by the liaison man 
should be administered by the same person throughout the 
demonstration store program, 

Livery effort will be made by the extension repre- 
sentative to nave the store selected in which he can set 
up the best demonstration of the equipment and procedures 
that will be recommended in later sections of the program. 
The objective of this whole program is to demonstrate 
certain recommended procedures and equipment. It will be 
to the advantage of all concerned that the store selected 
will provide the best demonstration of these recommen- 
dations, 

Top management of the cooperating firm will be 
encouraged to request eueie employees to cooperate in the 
study, Management will be requested to explain to the 
employees that this work is being done to help make their 
jobs easier to perform and in turn, to help the organi- 
zation. 

A careful evaluation sre effort during the 
approach section will be made by the extension represen- 


tative so that he will be better prepared to develop later 
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sections of the program. In this evaluation, he will keep 
the following questions in mind: 

1. What have I agreed to do? Does the firm under- 
stand this? .Do I have the resources at my command to 
fulfill my commitments? 

2. What has the top management in the firm agreed 
to do? Does the decision-maker understand this? Are ail 
needed resources available? 

3. Is anything else needed to further necessary 
relationships with the cooperating firm? 

It is possible that other contacts will be necessary 
before the start of the study of the situation and form- 
lation of recommendations section. ‘The situation will 
dictate the number and content of any such contacts. 

The Study of Situation and Formulation 
of Recommendations Section 

A complete operating week will be used as the 
observation and study period. This will provide enough 
time for the extension representative to get a complete 
picture of the operation of the produce department and its 
relative position in the total store operation, 

The week selected will be one in which all the 
personnel in the firm who normally are associated with the 
operation of the produce department of the cooperating 
firm dre present and performing their normal functions. 
Also, this week will be as "normal" as possible, and any 
unusual behavior observed will be carefully analyzed for 


possible effects upon any phases of the test situation. 
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Arrangements will be made with the firm to supply 
certain bench mark data to be used in the analysis of the 
operation, The details of the data are specified in the 
written statement discussed in the approach Section. 

| Prior to the study week, the extension represen-~ 
tative will have a discussion with the produce manager in 
the demonstration store to find out certain details such 
as when he receives his merchandise, how he schedules his 
labor, and his ordering and inventory procedures, This 
information will aid the extension representative in 
setting up a schedule of operations for himself during the 
study week, Also, the extension representative will make 
and use a scale drawing of the backroom preparation area 
and of the display area for the study of the production 
and transportation functions and the customer traffic flow 
in the produce department. 

Arrangements will be made for a personal interview 
by the extension representative with each of the produce 
personnel in the store and the key produce personnel in 
all Levels of management in order to find out the fol- 
lowing information: 

1. What they consider to be the strengths and 
weaknesses of the produce department, 

2. if there are problems, how they would solve them. 

3. Job descriptions. 

4. Help in assessing the capabilities and limi- 


tations of all the personnel connected with the operation 
of the produce department in the cooperating firm. 
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The extension representative will make an effort to 
assess the capabilities and limitations of all the person- 
nel connected with the operation of the produce department 
in the cooperating firm, This will be done by the fol- 
lowing methods: 

1. Personal interviews 

2. Observation of on-the-job penne? 

3. Results of their work 

immediately prior to the study week, a meeting will 
be held with produce personnel in the demonstration store 
to make sure that they understand the following: 

1. Who the extension representative is 

2. What he will do during the study week 

3. Why he will do it 

The extension representative will be introduced to 
the group and endorsed ‘by the jiaison man as the person 
who will assist the firm in doing this work in the demon- 
stration store program. 

The store personnel will be instructed to perform 
their jobs as they normally do and to answer as completely 
as they can any questions the extension representative 
should ask them, It will be emphasized again at this 
meeting that this study will encompass the entire produce 


department and the results of the study will serve as a 


demonstration to the rest of the stores in the firm. 
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Methods to be used during the study week will 
include -- 

1. Traffic flows in the produce department. 

2. Personal interviews with all the produce 
personnel, and the store manager of the demonstration 
store, 

3. Observation of situation in the produce 
department. 

Lh. Use of U. S. D. A. Checklist for produce, 

5. Study of layout and equipment in backroom and 
display area for produce. 

6, Careful observation of work methods in produce. 


7. Study of management problems related to the 
produce department. 


Traffic flows done in the demonstration store will 
be set up and supervised by the extension representative, 
but part of the actual work may be performed by another 
person or persons. This may leave the extension repre-. 
sentative free for closer observation of the operation of 
the produce department. | 

The extension representative and all others involved 
will proceed with all observations in such a manner as to 
attract as little attention as possible to their presence 
and activities. 

When all the information has been collected, the 
extension representative will start to work immediately 
on the preparation of the report to management. A date, 
on a tentative basis at least, will be set for the presen- 
tation of the formal report before the study starts. If 
possible, it will be held not later than two weeks after 


the study week, 
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The report will follow the general form which is 
used by most specialists who have made demonstration store 
studies, This form involves the statement of the 
Situation and recommendations counterposed on the same 
page. The general organization of the report will follow 
the flow of merchandise from the point of receipt to the 
point of ultimate eae. The report will have an appendix 
with specific pictures and instructions on the changes 
and a statement on estimated costs of changes and | 
potential savings. 

The report will be summarized and the high points 
discussed in the formal presentation of recommendations 
when the cooperating firm is a large organization and the 
personnel to whom the report is presented are rather far 
removed from the details of the operation. In the case 
when the cooperating firm is a small organization and the 
personnel to whom the report is presented are closely 
connected with the details of daily operation, the entire 
report with all its ramifications will be presented, 

Every source of material that can be helpful in 
writing the recommendations will be used by the extension 
representative. The Liaison man will be involved in the 
formulation of the report. His role will be to offer 
suggestions on improvements in the produce department of 


the demonstration store and to help in anticipating 
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problems that might arise in the extension of demon- 
stration store results to other stores in the firm. 
Alternative recommendations will be included when infor- 
mation is available upon which to base them. Both 
favorable and unfavorable features of the present 
operation of the department will be pointed out in the 
report with special emphasis on improving the unfavor- 
able features. . 

No information as to changes needed in the demon-~ 
stration store will be discussed by the extension repre- 
sentative with any personnel in the firm other than the 
liaison man until the formal report and recommendations 
are presented according to plans agreed’ upon. The liaison 
man will be encouraged not to discuss any recommendations 
with other firm personnel. This will prevent a misunder- 
standing in the minds of management personnel and confusion 
in the minds of the store personnel. 

The extension representative will carefully evaluate 
his efforts at this point to see that he has done the best 
possible job in the formulation of the recomuendations and 
that the cooperating firm is in the proper frame of mind to 
receive the formal report of the study. If either of the 
above-stated conditions is not fulfilled, the extension 
pee Miaentaeie’ will take appropriate Action to see that 


they are, 
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Presentation of Reconmendations 

The formal presentation of recommendations will be 
kept as short and precise as possible. Persons in at- 
tendance at the presentation meeting will be the extension 
representative, the decision-maker, the driving force, the 
liaison man, and any other top management personnel of the 
firm who the decision-maker thinks should attend, It is 
extremely important that the meeting be held in a room 
that is comfortable and conducive to good discussion that 
is isolated from anything but emergency interruptions, 

The extension representative will spend a few 
minutes at the first of the meeting on clarification of 
objectives. tie will briefly explain that this meeting is 
for presentation of the report and discussion of the recon- 
mendations made by the extension representative and the 
liaison man. The liaison man will follow and varify the 
validity of the Seuewyaviens made during the study period, 
The extension representative will use this opportunity to 
emphasize that these changes can be carried to other 
stores in the firm, where applicable. At the presentation 
meeting, the extension representative will use slides of 
the existing situation and other visuals that will aid in 
making the presentation effective, 

& definite date will be set at this presentation 


meeting for further contacts by the extension 
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representative with the firm for deciding upon recom- 
mendations to be adopted and setting priorities on steps 
toward their implementation, 

The extension representative will carefully evaluate 
the results of this meeting to determine if anything must 
be done so that the following contacts with the co- 
operating firm may be more effective. 

when the decision is made to go ahead with the 
follow-up work, the extension representative will meke 
arrangenents to work with the liaison man in developing 


details of the tollow-up procedure. 


Follow-Up Section 

Working with the 1iaison man, the extension repre- 
sentative will develop an implementation plan including 
sources and costs of equipment, specific details of 
equipment, improved work methods, and the suggested 
timetable for establishing recommended practices, Plens 
also will be developed for instituting a training program 
for the implementation of the recommended changes in the 
demonstration store. 

All the follow-up work will be done by the extension 
representative and the liaison man, This will be done so 
that as accurate a measurement of results of the work as 


possible can be made. 
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The extension representative will be available to 
work as closely as possible with the cooperating firm in 
the implementation of the recommendations for the fol- 
lowing reasons: 

- opeed -- time limits of the contract 

. Exactness -- get things done properly 

. Training -- proper training of people essential 
. Expediency -- last minute adjustments, 

The firm personnel toward which the efforts of this 
section of the program will be directed are the top 
management personnel designated previously in this paper, 
the store manager, and produce personnel in the demon- 
stration store. 

The exact number of contacts to be made during this 
section will be determined by the several test situations. 
Hach contact will have a definite purpose and can be 
evaluated only in terms of the degree to which this 
purpose was accomplished. 

All follow-up work will be carefully evaluated and 
bench marks set for measurement of the test method used 
in the fifth and final section of the demonstration store 
program. All needed adjustments will be made and 
eeenine will be put in readiness for apolication of the 


test methods, 
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The Test Situation for Part B 

it is assumed that the uniform procedure for the 
application of the first four sections of the denon- 
stration store program has been applied in each case and 
followed ae closely as nonmvione permit. LUeviations 
from the uniform procedure will be carefully recorded and 
an attempt will be made to analyze their effect on the 
results of the test method. Thus, within the limitations 
of the contract, every effort will be made to have the 
same starting point for each of the test methods. 

It appears at present that the best arrangement for 
location of the several test situations is in the State of 
Ohio. This would allow the personnel on the contract to : 
keep a closer watch over the progress of the tests and 
there would be few problems in fitting the tests into the 
oneeoine program. Every effort will be made to maxe an 
objective appraisal of the work in all sections of the test 
Situation. The major vroblem that will arise here is to 
complete the desired number of tests within the time 
stipulations of the contract. | 

There is a tremendous range of possibilities for 
selection of firms to vork with in the test situation. 
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Due to the apparent length of time required to work with 
larger retail food organizations and due to the lack of 
opportunity for extension of results within the smaller 
organizations, the field would appear to be limited to | 
medium-sized retail food organizations, This still 
leaves a large range in types of firms so the following 
arrangement is suggested: 


Ll. The use of four retail food organizations to 
be classified as -~- 


a. Two medium-sized corporate chains of up to 
forty stores in sige with an average store sales of from 
25,000 to ~40,000 per week. 

b. Two voluntary groups of up to 150 stores 
in size with an average store sales of from 15,000 to 
30,000 per week, | 

2. The application of the two test methodst, A and 
B. Method A will be tested in one chain and one voluntary 
situation, and Method B wiil be given the same treatment. 

It is realized that the firm situations listed above 
may not exactly describe those used in the test situations, 
However, every effort will be made to make the two chain 
situations as similar as possible and the two voluntary 
situations will be handled in the same manner in order to 


aid in comparability of test results. 
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Test Methods for Part B 
In the development of these test methods, the fol- 
lowing assumptions were made: | 


1. A definite difference has been built into the 
test methods. 


2 The cooperating firm must not know that it is 
involved in a special test situation. The firm personnel 
should think that the methods and procedures used by the 
extension representative are the ones that he used in the 
normal course of his work with food firms, 


3. The extension representative will know, of 
course, that he is operating in a test situation, 
However, he should know as little about the other tests 
as possible, 

h. The extension representatives who will run the 
tests will be trained in the use of the uniform pro- 
cedure for the application of the first four sections of 
the demonstration store program at one time; so that they 
have the same information regarding the job to be done. 


5. The extension representatives who will run the 
tests will be trained for the test methods separately. 


Two test methods are briefly described in the dis- 
cussion that follows. This is an arbitrary number of 
tests, but limitations of the contract maxe the use of a 


large number of tests impossible, 
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A. FORMAL PROGRAM SET UP IN THE COOPERATING FIRM WITH 
COMPLETE FOLLOW-THROUGH BY EXTENSION REPRESENTATIVE. 


This method will include the following items: 


1. <A definite understanding between the extension 
representative and the decision-maker in the co- 
operéting firm regarding individual responsi- 
bilities in the program will be arrived at before 
starting work on extension of demonstration store 
results. 


2. <A person shall be designated by the decision- 

_- maker of the cooperating firm to have responsi- 
bility and authority for the implementation of 
the program. 


3. The person designated in (2) will be included 
in the formulation of the program. 


Lh. A definite program for presenting the recom- 
mended changes to the cooperating firm's personnel 
Will be rormulated by the extension representative 
and the liaison man, 


a. Definite training sessions will be held by 
the extension representative for: 


(l.) Initial training of top management, 
intermediate management, and store people .- 
who will work with the changes, 


(2.) New personnel who will work with the. 
changes. 


b. New equipment and procedures will be 
introduced into the cooperating firm on a 
definite predetermined schedule. 


5. A definite master plan will be set up for 
implementation of the changes in the other stores 
in the firm, . 


6. Definite guideposts as established by Ohio 
State University extension service representatives 
and approved by the contracting officer's repre- 
sentative will be available to both parties to 
measure the progress in the extension of the demon- 
stration store results. 
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7. All materials and procedures needed in imple- 
menting the extension of recommendations to other 
stores will be agreed upon by both parties and ar- 
rangements will be made for their use before the 
beginning of the test method, 


8. The extension representative will be involved in 
all parts of the method and will help wherever and 
whenever his services are requested. 


B, FORMAL PROGRAM SET UP IN TH COOPBRATING FIRM 
WITH NO FOLLOW-THROUGH BY EXTENSION REPRESENTATIVE, 


This method will include the following items: 


1. A definite understanding between the extension 
representative and the decision-maker in the co- 
operating firm regarding individual responsi- 
bilities in the program will be arrived at before 
starting work on extension of demonstration store 
results, 


2. A person shall be designated by the decision-maker 
of the cooperating firm to have responsibility and 
authority for the implementation of the program. 


3. The person designated in (2) will be included 
in the formulation of the program, 


4. <A definite program for presenting the recom- 
mended changes to the cooperating firm's personnel 
will be formulated by the extension representative 
and the liaison man, 


a. Definite training sessions will be held by 
the liaison man for: 


(1.) Initial training of top management, 
intermediate management, and store people 
who will work with the changes, 


(2.) New personnel who will work with the 
changes. 


b. New equipment and procedures will be 
introduced into the cooperating firm on 2 
definite predetermined schedule. 
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5. A definite master plan will be set up for imple- 
mentation of the changes in the other stores in the 
firm. . 


6. Definite guideposts as established by the Ohio 
State University extension service representatives 
and approved by the contracting officer's repre- 
sentative will be available to both parties to © 
measure the progress in the extension of the demon~ 
stration store results. 


7. All materials and procedures needed in imple- 
menting the extension of recommendations to other 
stores will be agreed upon by both parties and ar- 
rangements for their use will be made before the 
beginning of the test method. 


8, The extension representative will have an 

understanding with the decision-maker that he will 

help in setting up the program and then the firm 

is on its own. The extension representative will 

check on things periodically, but will make no 

formal follow-through efforts. 

Note that the major difference in test Method A and 
b lies in point 8. It has been stated by some that one of 
the major problems in the extension of demonstration store 
results lies in the degree of follow-through by the ex- 
tension representative. These tests are designed to 


yield some information on this subject. 
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